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Abstract 
The purpose of this thesis is to examine how managers mobilise non-financial performance 
information (NFPI) within an Australian financial institution. The thesis contains published 
work and uses a narrative approach to build on top of the three empirical papers. This 
narrative approach is used as both a theory and method. Data was collected from one 
Australian financial institution and included interviews with 14 executives and 45 employees, 
employee newsletters (2003-07), annual reports (2003-07), external stakeholder reports 
(2003-07) and internal strategy documents (2004-06). Narrative analysis was used to provide 
an understanding of the workings of the organisation by linking the past events to understand 
the mobilisation of NFPI. The rich detailed information found in the three individual papers 
was recast in this thesis into stories containing a plot, to understand how managers mobilised 
NFPI in the organisation. 
Managers found it a challenge to use NFPI frameworks because these frameworks tried to 
separate the individual elements (such as human capital, structural capital and relational 
capital). It was found that these non-financial elements worked in a network with each other 
and could not individually be put to work when they were separated. Also, it was found that 
the functioning of non-financial resources, such as intellectual capital, required inputs of 
financial resources. The managers faced many trials while using NFPI because these non-
financial resources were constantly moderated by unacknowledged conditions and 
unintended effects.  
A plot was identified for each of the three empirical papers. Paper 1 was classified as a 
„tragedy‟, paper 2 classified as „satire‟ and paper 3 was classified as „romance‟. When 
financial resources interfered with the functioning of the back office (BO) „tragedy‟ was 
exhibited as the managers had to make decisions based on economisation and rationalisation 
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of financial resources. When the internal and external documents highlighted that non-
financial resources could be separated and evaluated individually, „satire‟ was exhibited. It 
was found that when managers tried to mobilise one intellectual capital element, it impacted 
on another intellectual capital element, due to constrained financial resources. However, by 
using a discourse on „workplace flexibility‟ managers were successful in mobilising non-
financial resources, as the need for financial resource investment was insignificant, exhibiting 
a „romantic‟ drama.   
In this thesis, the narrative approach is considered as a frame of reference, a way of reflecting 
during the entire inquiry process, a research method, and a mode for representing the study. 
The thesis uses narratives to show the complexities that managers face while mobilising 
NFPI in practice. By using a narrative approach, this thesis portrays an actual organisational 
experience that questions common understandings and offers a degree of interpretive space.    
When major plots are identified comparison is possible. Tragic narratives focus attention on 
problem areas and crisis; satiric plots locate decision points that direct attention transitions 
where different actions lead to different results; romantic narratives suit processes where 
management actions lead to (expected) results. By reviewing and synthesising the literature 
and using a narrative approach, this thesis provides an important source of reference for 
future researchers and policy makers who wish to understand how managers mobilise NFPI 
in a large organisation. It also provides significant empirical evidence about how non-
financial performance information is mobilised within an organisational setting. 
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Chapter One: Thesis Overview 
1.1 Introduction 
Whilst accounting is considered an important function in an organisation, it has been 
criticised for its over reliance on financial measures (Emmanuel & Otley, 1995; Jusoh, 
Ibrahim & Zainuddin, 2008; Langfield-Smith, Thorne & Hilton, 2009; Nørreklit, 2000; 
Nowak & Anderson, 1999). For instance, critics of accounting‟s focus on numbers suggest 
that the driver of success in many industries is intellectual capital (IC) rather than the assets 
found in financial statements ((Dumay, 2009; Guthrie et al., 2001; Marr, Schiuma, & Neely, 
2004). Since these intellectual assets cannot be quantified in financial terms, organisations 
have attempted to identify non-financial performance information (NFPI)
1
. There is a belief 
that NFPI, such as customer loyalty, employee satisfaction and internal processes drive 
organisational performance (Chenhall, 2005; Hoque, 2004; Ittner & Larcker, 2000; Kaplan & 
Norton, 1996a; Nowak & Anderson, 1999). 
Several studies have suggested, supported by empirical evidence, that NFPI drives economic 
performance (e.g., Abernethy & Lillis, 1995; Chenhall, 2005; Hoque, 2004; Melnyk et al., 
2005) and is needed to supplement financial information (Kaplan & Norton, 1996b). 
Therefore, in order to clarify the nature of NFPI and show how it creates value to the 
organisation, various reporting frameworks for NFPI have been developed. Some examples 
                                               
 
1
 NFPI is information that is important to an organisational mission, but falls outside the purview of the 
organisation‟s financial function (Luft, J. (2009). This information could be either qualitative and/or quantitative 
(Carlin & Guthrie, 2001) and relate to those performance areas perceived to be leading indicators of future 
profitability (Low & Siesfeld, 1998). It broadly includes narrative and statistical information on non-financial 
resources such as intellectual capital, or environmental information, and information on social responsibility. 
This thesis mainly focuses on intellectual capital (i.e., knowledge resources) as the basic of NFPI. 
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are the Balanced Scorecard (Kaplan & Norton, 1992), Skandia Navigator (Sveiby, 1997), 
Performance Pyramid (Lynch & Cross, 1991), IC statements (Mouritsen et al., 2003), 
Meritum schema (Meritum Project, 2002), Strategy Maps (Kaplan & Norton, 2003), and 
Extended Performance Accounts (Society for Knowledge Economics, 2005). 
The creation of these frameworks has raised awareness of NFPI (Marr & Chatzkel, 2004). 
However, while the NFPI frameworks reflect organisational knowledge of the relationships 
between various value-chain performance measures (Malina & Selto, 2004), they do not 
show how the NFPI could be managed – whether the resources could be increased, decreased 
or could remain the same, or how NFPI could be used – whether financial investments could 
be made in any or all non-financial resources. The frameworks appear logical, but in practice, 
NFPI is much more complex and, on investigation, it was found that the various frameworks 
suffer drawbacks. Several of these will now be briefly discussed.  
First, the frameworks seem to be homogeneous. NFPI is presented in a simple easy to 
understand format, but this overlooks the multifarious interrelationships between the non-
financial resources. For instance, the popular IC frameworks characterise IC into three 
categories (e.g., human capital (HC), structural capital (SC), relational capital (RC)) 
(Edvinsson & Malone, 1997; Guthrie & Petty, 2000; Stewart, 1997). Also, they separate 
knowledge resources into three categories by making clear the distinction between them and 
claiming that the categories exist as autonomous functional entities (Mouritsen et al., 2001). 
By doing so, these frameworks limit the complex nature of utilising the IC elements, which 
are precarious and unstable and change relationships depending on the manner in which they 
are used within organisational processes (Cuganesan, 2005).  The three elements act and react 
with each other to create value and the results obtained may be based on the combination and 
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network of these elements (Mouritsen et al., 2002; Hermans & Kauranen, 2005). This is not 
captured by the frameworks.   
Second, the frameworks tend to assume a cause-and-effect relationship between the non-
financial resources and financial performance. While the frameworks assume a linear 
relationship between non-financial resources and organisational performance, they do not 
clarify if financial input affects the performance of non-financial resources. For instance, the 
Balanced Scorecard (BSC) proposes that the four different perspectives (i.e., financial, 
customer, internal processes, and learning and growth) be linked to the strategic vision of the 
firm, which can then be translated into specific measures (Kaplan & Norton, 1992). The idea 
is to integrate financial and non-financial strategic measures in a cause-and-effect 
relationship. The BSC presupposes that causal effect flows from NFPI and could predict 
financial results (Lord et al., 2005), but not vice versa. For example, the measures of learning 
and growth are expected to lead to a change in customer perspective which would then lead 
to financial results (Nørreklit, 2003). The BSC does not seem to consider whether changes in 
financial resources would have an effect on changes in learning and growth or customer 
perspective. 
Third, since the frameworks are based on the causal effect, they consider NFPI as tools that 
lead to specific effects and search only for those effects. For instance, the frameworks may 
look for connections between strategy and measures as in the case of the BSC, or construct 
value within IC as in the Skandia Navigator, or identify knowledge management strategy that 
creates value for the organisation as in the Danish IC statements. The purpose of each 
framework differs, but they all expect a specific effect from NFPI – „improved financial 
performance‟.  
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The frameworks can be used to help management achieve financial performance, but 
Kalagnanam (2002) argued that this could happen only with management interference and 
action, which is not captured by the frameworks. There is no doubt that these frameworks 
provide an enhanced representation of the firm‟s non-financial resources (Cuganesan, 2005), 
but the question is, do they facilitate managerial interventions? Also the question of what 
happens when NFPI is treated as inputs rather than as outputs and evaluated not on its 
reflection of reality, but rather on its ability to help management transform their reality 
(Mouritsen, 2004) is not clearly understood.  
Fourth, the frameworks propose alignment of NFPI with organisational strategy to create 
value (Chenhall, 2005; Decoene & Bruggeman, 2006) and to be linked with executive 
incentive plans to motivate employees to work towards improved organisational performance 
(Ittner et al., 2003; Sliwka, 2001). Prior studies suggest that non-financial resources (and 
therefore NFPI) are actionable and could be related to the firm‟s long-term strategic 
objectives (Nanni et al., 1992). NFPI are used as attention-directing tools to initiate various 
actions such as: routine operational decisions, controlling activities, initiating continuous 
actions, and also as motivational tools for evaluation and compensation (Kalagnanam, 2002). 
The NFPI frameworks that provide information on non-financial resources and prior studies 
examining the frameworks attempt to link NFPI to strategy with an anticipation that the act of 
measurement leads to performance. This is questionable and needs empirical evidence to 
prove that using NFPI as management tools and aligning them with strategy will definitely 
lead to improved organisational performance.  
Finally, the NFPI presented in the frameworks are mere representations, analogous to 
dashboard gauges, but needing to be mobilised by managers. These representations have 
diverse characteristics – some of the non-financial resources (such as employee involvement) 
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are „soft‟ and difficult to measure (Stivers et al., 1998); some non-financial resources do not 
have metrics that can capture the expected outcomes (Cavalluzzo & Ittner, 2004); NFPI are 
not uniform and have multiple categories (León et al., 2008). NFPI are ambiguous, unique 
and different from financial measures. So it becomes challenging to understand what it means 
for managers to use NFPI, because it cannot be assumed that these will work by themselves 
or work towards improved organisational performance. Non-financial resources do not 
translate automatically into beneficial organisational outcomes (Dumay, 2008a). Also, 
Alvesson and Deetz (2000, p.20) argue that managing non-financial resources is „an ongoing 
struggle including much practice and frequent false starts‟. Therefore, empirical evidence is 
required to understand what happens when information obtained on non-financial resources 
(i.e., NFPI) is put to managerial use or mobilised by managers. 
In summary, the inter-relationships between the different non-financial resources can consist 
of cause-and-effect in a one-to-one, many-to-one or one-to-many relationship and the 
transformation can often be pluralistic and fluid. So, while prior literature attempts to create 
clarity and structure around NFPI, the literature also seems to indicate that non-financial 
resources cannot be placed in defined boxes and the cause-and-effect relationship established. 
Also, the prior literature proposed the need for more explanations of how non-financial 
resources entangle and act (Mouritsen, 2004). Nevertheless, there seem to be inadequate 
empirical insights into what happens when NFPI are mobilised, deployed and used by 
management. Motivated out of this concern, this thesis will examine how managers mobilise 
NFPI within an Australian financial institution.  
A narrative approach is adopted to build on top of the three papers used as empirics in this 
thesis (Mouritsen & Murthy, 2011 (in review); Murthy & Mouritsen, 2011; Murthy & 
Guthrie, 2011). This approach is suitable for the thesis, since it is a method for creating an 
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account of process through stories that provide coherence and continuity to organisational 
experience (Lieblich et al., 1998). The narrative method is considered as „real-world 
measures‟ that are appropriate when „real-life problems‟ are investigated (Lieblich et al., 
1998, p.5) and this thesis looks into managerial mobilisation of NFPI in practice. In this 
thesis, narrative as a heuristic device seemed useful for understanding the organisation‟s 
struggle with mobilisation of NFPI (Czarniawska, 1997). Imposing a narrative structure 
containing a plot, a sequence, and actors (Bruner, 1990) onto fragmented material contained 
in the included three empirical papers helps in making sense of what was happening in the 
organisation – the processes, the barriers, and the struggle to manoeuvre NFPI. Narrative 
method is used to combine the three papers into a coherent thesis, since each of the papers 
respond to the general question „what happens when NFPI is mobilised by managers‟. The 
next subsection 1.2 elaborates on the aims of the thesis. 
1.2: Thesis Aims    
The thesis contains three publications exploring how managers mobilise NFPI. The thesis is 
unique since it is not based on a single body of empirical study, but is formulated by 
combining three distinct projects conducted in one organisation. The three papers (Paper 1: 
Mouritsen & Murthy, 2011 (in review); Paper 2: Murthy & Mouritsen, 2011; and Paper 3: 
Murthy & Guthrie, 2011) complement the thesis and are combined to present the evidence for 
the analysis and empirical work undertaken to address the aims of the study. Thus the thesis 
utilises the three papers in conjunction with an overarching literature review of NFPI and 
provides its findings in a narrative form.  
 
The three empirical papers should be read together with the narratives provided in thesis as 
the papers support the thesis and contain quotations from interviews and documents that 
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provide evidence to the stories. The three papers also answer the secondary aims of the thesis. 
The four aims (one primary and three secondary aims) of the thesis are as follows. 
The primary aim of the thesis is to understand how management mobilises NFPI within an 
Australian financial institution (in practice). As mentioned in section 1.1, the prior literature 
proposed the need for explanation of how non-financial resources interact with each other. 
Also, there has been inadequate examination of the manner in which non-financial resources 
are mobilised and deployed by managers in practice. To fill this void, the various narratives 
provided in the thesis and the empirical papers contained in the thesis develop understandings 
of the complexities that management face while mobilising NFPI in practice. The narratives 
and the three empirical papers provide answers to the main aim of the thesis, and they also 
answer three other related secondary aims relevant to the overall thesis. These are detailed 
below.  
Secondary aim 1 of this thesis is to empirically examine how performance measures are 
involved in mediating strategy in a case setting. Performance measurement systems 
(including NFPI) play a role in developing strategies and evaluating the achievement of 
organisational objectives and are mobilised by managers. Performance measures on both 
financial and non-financial resources present a broad based visualisation of the firm in 
achieving its strategy (Goold & Quinn, 1990; Ittner et al., 2003). However, many studies 
have noted that it is difficult to establish and verify durable connections between NFPI on 
resources such as customers, services and organisational arrangements (Malina et al., 2007; 
Merchant et al., 2009). This is because, such relations could be logical (Nørreklit, 2000; 
2003) or hypothetical (Bukh & Malmi, 2005), rather than causal. Performance measures are 
about effects not only on financial resources but also on non-financial resources: satisfaction, 
productivity, quality. These NFPI could be mobilised by managers with a view to increase or 
decrease resources through intervention. Thus there could be multiple ways in which 
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performance measures help implement strategy, translate or even displace strategy. The 
question is how are performance measures involved in mediating strategy. This is addressed 
in Paper 1, which considers to the different roles that performance measures play as input to 
the construction of strategy, including both building up strategy and making it effective. 
Secondary aim 2 of the thesis is to understand how NFPI influence financial capital in a 
case setting. Traditional financial performance measures have been criticised because they 
focus on short-term rather than on long-term, measuring the past rather than the future (e.g. 
Jusoh et al., 2008; Low & Siesfeld, 1998; Nørreklit, 2000; Wright & Keegan, 1998). 
Therefore, information on non-financial resources appears significant and sustainable 
shareholder value is driven by non-financial resources such as customer loyalty, employee 
satisfaction, internal processes and innovation (Cumby & Conrod, 2001). These are elements 
of IC and the prior literature suggests that the performance of IC elements correlate positively 
with each other and that performance of one element, for example, employee satisfaction 
(human capital) influences the other, namely internal processes and innovation (structural 
capital), which then leads to customer satisfaction and loyalty (relational capital) and the 
interactions between the elements result in an increase in financial resource (Bontis, 1998; 
2004; Chen et al., 2004; Namasivayam & Denizci, 2006; Wang & Chang, 2005). However, 
the sequence of causality may be too simple, as it tends to omit the frictions that managers 
experience when having to grapple with questions about IC in practice. Therefore, the 
performance of non-financial resources such as IC in situated practice could be more difficult 
to unravel as the effects of IC are unclear. It is necessary to understand how the elements of 
IC influence other IC elements and also financial capital. This research aim is answered in 
Paper 2. 
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Secondary aim 3 of the thesis is to understand how one element of IC, workplace 
flexibility, is mobilised in a case setting. Within the field of IC, human capital (HC) has been 
considered as the primary element of IC (Roslender et al., 2006). It is the desirable attributes 
that employees bring to the enterprise that constitute its primary IC (Roslender et al., 2006) 
and is vitally important to the organisation because of the value it creates for the organisation 
(Roslender & Fincham, 2004). Workplace flexibility or work-life balance can be considered a 
component of IC (and NFPI), since it can influence and affect employee health and 
wellbeing. From an individual‟s perspective, workplace flexibility is generally thought to 
promote well-being (Greenhaus et al., 2003; Roslender et al., 2006), reduce levels of stress 
due to reduced family work conflict (Frone et al., 1992) and avoid stress-related illness 
(Hobsor et al., 2001). From an organisation‟s perspective, providing a flexible workplace 
helps to attract and retain employees, reduces high rates of absenteeism and employee 
turnover, increases productivity, job satisfaction, employee commitment and loyalty towards 
the organisation and decreases rising health costs by maintaining high energy levels (De Cieri 
et al., 2005; Hobsor et al., 2001; Rennar, 2007; Rodgers & Rodgers, 1989). Therefore even as 
an organisation makes efficient use of its HC to increase shareholder value, it also has the 
responsibility to have an effective workforce that is satisfied. It is therefore necessary to 
understand how managers mobilise „workplace flexibility‟ to increase shareholder value and 
benefit employees (HC). This is addressed in Paper 3, which examines the manner in which 
workplace flexibility issues are reported to employees. The discourses adopted in the internal 
employee newsletters are examined to understand how these newsletters are used by 
managers to mobilise workplace flexibility. 
In summary, to address the primary and secondary aims of the thesis, narratives are provided 
and three papers are presented. The three papers contain empirical evidence that contribute to 
the extant management accounting literature: by examining the manner in which managers 
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mobilise NFPI in strategising (Paper 1); analysing the relationship between NFPI elements 
between each other and with financial capital (Paper 2); and understanding how one NFPI 
element (workplace flexibility) is mobilised in practice (Paper 3). The narratives to be 
provided in the main body of the thesis demonstrate how managers deal with NFPI within the 
organisation when they confront different organisational documents that direct them 
differently; the complexities that managers face when trying to mobilise non-financial 
resources with restricted budgets; and how managers successfully mobilise the different non-
financial resources focusing on one element (workplace flexibility).  
Table 1 presents the aims of the thesis containing published works and links them with the 
three empirical papers. These papers are arranged in order at the end of the dissertation and 
will henceforth be referred to as Paper 1, Paper 2 and Paper 3
2
.  
Table 1: Links between Research Aims, Chapters in the Thesis and Papers 
Primary Aim: To understand how managers mobilise NFPI in practice  
Chapter Two: Provides a review of literature on NFPI. 
Chapter Three: Provides the research method and theory on narratives. 
Chapter Four: Provides narratives on managerial mobilisation of NFPI. 
Chapter Five: Provides a discussion of the narratives in the case study organisation. 
Secondary Aim One: To empirically examine how performance measures are 
involved in mediating strategy in a case setting 
Paper One: Mouritsen and Murthy (2011), Strategic performance measures and 
strategizing: Translations of customer orientation via the Service Profit Chain in a 
Bank. 
 
Chapter Four: Adds to Paper One by providing narrative on managerial mobilisation 
                                               
 
2  As required by The University of Sydney‟s „Theses Containing Publications‟ requirement, the co-authors of 
the papers have provided a signed statement outlining and attesting to my contribution, which can be found in 
„Appendix‟ section. 
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of NFPI in mediating strategy when they are confronted by different documents 
directing them in different manner.  
Chapter Five: Provides a discussion of the narratives 
Secondary Aim Two: To understand how the elements of IC influence other 
elements of IC and financial capital in a case setting 
Paper Two: Murthy and Mouritsen (2011) Performance of Intellectual Capital: 
Mobilising Relationships between Intellectual and Financial Capital in a Bank. 
Chapter Four: Adds to Paper Two by providing a narrative on the complexities that 
managers face when they mobilise different non-financial resources. 
Chapter Five: Provides a discussion of the narratives. 
Aim Four: To understand how one element of IC, namely workplace flexibility is 
mobilised in a case setting. 
Paper Three: Murthy and Guthrie (2011) Accounting for workplace flexibility – 
Reporting in an Australian Financial Institution. 
Chapter Four: Adds to Paper Three by providing a narratives on the successful 
managerial mobilisation of one element of NFPI (workplace flexibility) 
Chapter Five: Provides a discussion of the narratives 
1.3: Summary 
Thus in summary, this thesis containing publications explores how managers mobilise NFPI. 
This thesis is motivated out of the concern that there is inadequate empirical insights into 
what happens when NFPI are mobilised, deployed and used by management. A narrative 
approach is adopted to build on top of the three empirical papers and combines the three 
papers into a coherent thesis.  
The thesis is presented in five chapters including this introductory chapter. It also includes 
the three papers as appendices. This chapter (Chapter One) introduced the thesis and its 
aims; Chapter Two provides review of NFPI from the prior literature; Chapter Three presents 
the research method and theory; Chapter Four provides details of the research site and 
explains the three papers in a narrative form. Chapter Five discusses the narratives and finally 
summarises and concludes the work. 
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Chapter 2: Literature Review: 
2.1: Introduction 
The purpose of this chapter is to provide the background for this thesis and to position the 
study within the extant management accounting literature, with specific reference to the 
manner in which managers mobilise non-financial performance information (NFPI) within 
organisations. Section 2.2 examines the limitations that management could face if it relies 
only on financial information for decision-making. In doing so, this section highlights the 
importance of non-financial resources and NFPI and identifies the advantages of relying on 
NFPI for internal purposes. This section also briefly examines relevant prior studies to find 
out if NFPI leads to improved financial performance.  Section 2.3 discusses several popular 
NFPI frameworks and presents a brief critique on each of them. This part of the literature 
review demonstrates that the frameworks tend to use a cause-and-effect relationship among 
non-financial resources and correlate them with improved financial performance.  
Section 2.4 examines the literature to understand how management has been mobilising NFPI 
within organisations. This section is divided into four sub-sections to provide a deeper 
understanding of several issues faced by managers while dealing with NFPI. Sub-section 
2.4.1 examines the implications of the use of NFPI on an organisation‟s strategy. It is found 
that the prior literature has attempted to establish a link between strategy and NFPI, but have 
not been able to show how NFPI is mobilised by managers and the effects that it could have 
on strategy implementation. Sub-section 2.4.2 examines the prior literature to understand the 
use of NFPI in an organisation; the reasons for limited use of NFPI; difficulties encountered 
by managers; and areas within an organisation where NFPI measures have been used. Sub-
section 2.4.3 investigates the prior literature about IC to understand what makes NFPI 
ambiguous and the complexities faced by managers while using NFPI. Section 2.4.4 
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examines the literature to find out what happens when NFPI changes organisational practice 
and shapes organisational reality. This section concludes that there is a correlation between 
NFPI and organisational performance, but studies examining how NFPI could be mobilised 
by management are rare. Section 2.5 provides the summary of the chapter.      
2.2: Why NFPI?  
For several decades it has been recognised that accounting has an important role in 
organisational functioning. Accounting activities such as assessing costs and revenues, 
financial standard setting, reporting of organisational performance, financial planning and 
control have elevated the status of accounting to that of an important function within an 
organisation (Hopwood, 1983). According to Hines (1991) accounting reports are perceived 
to create a boundary to the organisation, influencing what is and what is not of significance in 
discussing organisations, their performance and impact. Also, Vaivio (1999) refers to 
accounting practices as routines that bring stability into action, normalise lines of 
responsibility, set boundaries and also fix expectations.  
Within an organisation, accounting developments are seen as being increasingly associated 
not only with management of financial resources, but also with the creation of particular 
patterns of organisational visibility, the articulation of management structure and the creation 
of power and influence (Burchell et al., 1980). Financial accounting is seen to shape 
organisational processes and actions since it casts organisational performance into economic 
terms that could be used by internal and external parties (Hopwood, 1983). Also, accounting 
is a social and organisational practice that could be seen as changing or capable of being 
changed in response to demands expressed or implied by a changing environment (Miller & 
O'Leary, 1987). 
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Nevertheless, organisations have found reliance upon financial measures alone to be limiting 
(Nowak & Anderson, 1999) and critics have argued against relying solely on financial 
measures within accounting systems (Emmanuel & Otley, 1995) for several reasons. First, 
financial accounting information is historical in nature, in that it captures information about 
the organisation‟s past actions, but nothing about its future alertness (Chakravarthy, 1986; 
Kaplan & Norton, 1996b; Merchant, 1985). Second, Nørreklit (2000) argues that financial 
accounting figures do not focus attention on those elements that would lead to good or poor 
financial results in the future. Third, traditional financial accounting is basically centred on its 
over-reliance on cost information and other financial data, which is short-term in nature 
(Jusoh et al., 2008). Fourth, traditional financial accounting fails to provide information in a 
timely, complete and effective manner (Teoh, 2006). Fifth, financial performance measures 
emphasise only one perspective of performance, which does not help managers to assess how 
well they perform across a range of strategically important areas such as quality, delivery 
performance, customer loyalty, new product development, employee development, and 
information systems (Langfield-Smith, Thorne & Hilton, 2009). Finally, financial reports are 
of limited use in predicting shareholder value, especially for organisations characterised by 
IC such as patents, innovation and customer relationships (Cumby & Conrod, 2001).  
The drawbacks of relying exclusively on financial accounting information have encouraged 
organisations to use information on non-financial resources together with financial resources. 
Organisations have found that non-financial (both quantitative and qualitative) information is 
needed to help make decisions and to manage the various sources of customer value and 
shareholder wealth creation (Langfield-Smith et al., 2009, p.45). Therefore, organisations are 
creating and using several NFPI, such as customer satisfaction, employee morale and 
satisfaction, deliveries on time, and defective products returned, to name a few. The reliance 
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placed by managers on this information has encouraged management accounting to place a 
greater emphasis on NFPI.  
Managers now believe that NFPI such as customer loyalty, employee satisfaction and internal 
processes, drive financial performance (Nowak & Anderson, 1999). According to Cumby and 
Conrod (2001), the activities that create shareholder value must be identified and managed, 
and since NFPI plays an important role in performing this function (of creating shareholder 
wealth) it has become significant. Also, Kaplan and Norton (1996a) claim that NFPI could 
help managers to recognise changes in the business environment, determine and assess 
progress towards business objectives, and affirm achievement of performance goals. NFPI 
measures help to monitor critical activities in value creation process (Kaplan & Norton, 
1992), which provide both historical and predictive indicators (Wright & Keegan, 1998). It is 
also believed that when an organisation aligns its NFPI with its strategic priorities, 
organisational performance will improve in the long run (Abernethy & Lillis, 1995; Chenhall, 
2005; Hoque, 2004; Melnyk et al., 2005).  
In the knowledge age, the drivers of success in many organisations are assets such as IC 
rather than the „hard assets‟ found on the balance sheet (Boedker et al., 2005; Ittner, 2008; 
Marr et al., 2004). Since it is difficult to measure or quantify IC in financial terms, NFPI 
could provide indirect, quantitative indicators of an organisation‟s IC. Ittner and Larcker 
(2000) claim that NFPI are better indicators of future financial performance and that NFPI 
could provide the missing link between the organisation‟s activities and financial results by 
providing forward-looking information. Similarly, Banker et al. (2000, p.46) claim that NFPI 
are better predictors of long-term financial performance than current financial measures.  
Andriessen (2004, p.232) identified seven primary reasons for internal management of non-
financial resources: focusing attention; improving the management of intangible resources; 
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creating resource-based strategies; monitoring effects from action; translating business 
strategy into action; weighing possible course of action; and enhancing the management of 
the business as a whole. Academics, consulting firms and practitioners have also been 
emphasising the need for paying attention to NFPI since the 1980s (Gosselin, 2005). Also, 
Nagar and Rajan (2001) supported supplementing financial measures with non-financial 
measures and Biddle et al. (1995) claimed that non-financial measures contain more 
information than financial measures. Therefore, with a widespread claim that NFPI is 
required for improving organisational performance, several studies have been conducted to 
test these claim. 
Also, several studies have reviewed the statistical properties of NFPI to understand if 
measurement of NFPI leads to better financial performance. For instance, Ittner (2008) found 
evidence that the strength of statistical relations between NFPI and organisational 
performance declines as the sophistication of the analysis increases and greater use of NFPI 
for internal purposes is positively associated with organisational performance. However, 
some other studies are skeptical about the relationship between improvements in non-
financial intangible assets and financial gains or stock price (Ittner & Larcker, 2003; 2005). 
Also, Ittner (2008) suggests that the link between NFPI measures and economic gains could 
not be found, due to implementation problems arising from technical and organisational 
barriers. Whilst most studies agreed that investigating NFPI had a positive impact on 
organisational performance, the more rigorous the research method used, the less likely that 
NFPI was found to have a positive impact (Franco & Bourne, 2004).  
Several studies found positive associations between self reported NFPI and perceived 
performance. For instance, Lingle and Schiemann (1996) reported that organisations 
regularly use diverse NFPI together with management agreement over strategic success 
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factors, to achieve improved financial performance. Hall (2008) found that comprehensive 
financial and non-financial performance measures seem to influence managers‟ cognition and 
motivation, which, in turn, influenced managerial performance. Similarly, in their study on 
small entrepreneurs, Reijonen and Komppula (2007) found that non-financial measures of 
success are affected by the entrepreneur‟s motivations and goals, and influence actual 
financial performance. Ittner and Larcker (2000) claimed that by supplementing financial 
accounting measures with NFPI about strategic performance and implementation of strategic 
plans, companies can communicate objectives and provide incentives for managers that 
address long-term strategy. Few other studies found positive association between NFPI and 
organisational performance (e.g., Iselin et al., 2008; Joiner et al., 2009), while some studies 
provided contradictory results. 
Bourne et al. (2005) conducted multiple case studies in a single organisation to investigate 
the use of NFPI and found that when senior managers use the performance measures 
personally, and regularly involve themselves in the decisions of their subordinates, NFPI 
become interactive and result in high levels of performance. Perera et al. (1997), on the other 
hand, found that there was no link between organisational performance and customer-focused 
strategy though association was found between customer-focused strategy and non-financial 
performance measures. However, Ittner and Larcker (2005) indicated that there could be a 
danger that improvements in NFPI may not translate into improved financial results due to 
reasons such as ineffective strategy, poor non-financial measures and inappropriate 
improvement targets, all of which prevent improvements from reaching the bottom-line. 
In summary, the prior literature largely indicates that there is an association between NFPI 
and improved organisational financial performance. The success of this association depends 
on the way NFPI are used and managed within the organisation. The literature indicates 
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several roles performed by NFPI in an organisation, which include translating strategy into 
desired behaviours and results, communicating expectations, monitoring progress, providing 
feedback, and motivating employees through performance-based rewards and incentives. 
Though prior accounting literature has supported the use of NFPI, the literature has been 
ambiguous as to whether NFPI have incremental information content than financial measures 
for predicting future financial performance (Wiersma, 2008). Chow et al. (2006) pointed out 
some of the difficulties in measuring NFPI: difficulty to measure accurately, efficiently and 
in a timely fashion and ambiguity. Nevertheless, it was understood that traditional financial 
measures that were appropriate for the industrial era are not suitable to address the challenges 
of developing the skills and competencies that organisations require in a knowledge-based 
economy (Guthrie, 2001; Pablos, 2003; Tan et al., 2007; Teece, 1998; van der Meer-Kooistra 
& Zijlstra, 2001). Therefore, several scholars recommended the use of both financial and 
non-financial information together and recommended that they be viewed as complementary 
to each other (Chow & van der Stede, 2006; Uyar, 2009).  
From the early 1990s several different frameworks were developed to organise performance 
measurement systems that included both financial and NFPI. These frameworks were 
implemented to overcome the purported limitations of financial accounting-based measures 
in knowledge-based environments (Chow & van der Stede, 2006). These frameworks were 
proposed to clarify the nature of NFPI, including IC and its relationship with organisational 
value creation. Many of these frameworks aimed to synthesise the financial and non-financial 
value-generating aspects of the organisation. However, though the frameworks presented the 
information required by external parties, they were not sufficient for internal management 
purposes. Also the frameworks did not show managers how to mobilise non-financial 
resources to improve organisational performance, but helped only in keeping track of the 
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organisation‟s progress similar to financial statements. The following sub-section discusses 
several popular NFPI frameworks and examines them to find out if they are suitable for 
managerial needs. 
2.3:  NFPI Frameworks 
The most widely used and cited framework (Marr & Schuima, 2003) is the Balanced 
Scorecard developed by Kaplan and Norton (1992). The Balanced Scorecard (BSC) has four 
different perspectives (i.e., financial, customer, internal processes and learning and growth) 
that are used as operational tools that connect to the strategic vision of the firm. The BSC was 
meant to be an internal management tool that intended to solve problems related to the 
historical nature of financial measures of accounting systems by integrating financial and 
non-financial strategic measures in a cause-and-effect relationship. The measures of internal 
business processes were expected to lead to measures of the customer perspective which lead 
to financial measures (Nørreklit, 2003). The drawback of the BSC was that it assumed 
causality, and had an expectation that non-financial measures will predict financial results, 
which was then expected to yield a feed-forward control system (Lord et al., 2005). Nørreklit 
(2003) challenged this notion and argued that there is no cause-and-effect relationship 
between the suggested areas of measurement in the BSC.  
The Skandia Group published a supplement to its Annual Report in 1995 under the leadership 
of Leif Edvinsson (Sveiby, 1997). The stated aim was to increase understanding and support 
for IC within the company. The new management tool was called „The Skandia Navigator‟, 
the purpose of which was to work to “navigate” into the future and thus create renewal and 
development of the organisation (Roy, 1999). It proposed an understanding of the value 
creation of the organisation along five focus areas (i.e., financial, customer, process, human 
and renewal and development focus). These supplements to financial accounting statements 
20 
 
communicated not only numbers, but stories and illustrations about the challenges facing the 
firm. The Skandia Navigator was not intended to „measure‟ the size of IC, but aimed to craft 
a credible, cohesive value story of IC and help generate value for the future (Mouritsen et al., 
2001a). However, there seem to be no indication as to which IC measures are required to 
increase, decrease or remain the same and no link to business strategy was found (Dumay, 
2008a). This makes it difficult to understand the items of IC that are adding value and to 
monitor it (Bontis, 2001). Also, the Skandia Navigator was built on the assumption of a 
cause-and-effect relationship between IC and increased financial performance and was 
intended to provide information in an easy to use format. However, the Navigator did not 
highlight the complex relationship between different non-financial resources, information that 
was required by managers. 
The Danish Ministry of Science, Technology and Innovation (DMSTI) developed a 
framework for an IC statement (ICS) with the co-operation of researchers, companies, 
industry, consultants and civil servants in the year 2000. The ICS were seen as management 
tools, the purpose of which was to identify the knowledge management strategy of an 
organisation and to communicate it to both internal and external stakeholders about how a 
company generated value (Mouritsen et al., 2003). The framework had four elements (i.e., 
knowledge narrative, management challenges, initiatives and indicators) that together provide 
an overall view of the firm‟s knowledge management process. However, several researchers 
state that the ICS framework takes a static view of organisational identity of „who we are‟, 
but does not talk about how the organisational identity needs to change in order to survive in 
the long run (Dumay, 2008a; Kjaergaard, 2003). 
The Intangible Asset Monitor (IAM) was developed in 1997 by Sveiby in order to identify 
the growing differences between a firm‟s market and book values. Sveiby (2002) claimed that 
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monetary measures should be discarded as a measure of human effort. Also, conventional 
financial accounting systems should be complemented by a system of non-financial 
knowledge flows using different metrics (Bontis et al., 1999). This framework was developed 
from an initial concept of „Konrad theory‟ (Sveiby, 1989) and was a one page report that 
could be complemented with narratives. It was based on three categories of intangible assets 
(i.e., external structure, internal structure and competence of people) that used three 
measurement categories (i.e., indicators, growth and renewal, efficiency and stability) for 
each category of intangible assets. The IAM framework is similar to the BSC and argues that 
by investing in intangible assets, value creation or financial outcome will follow (Sveiby, 
2002). Similar to the BSC, the drawback of the IAM is that it also assumes that value creation 
flows from investment in IC in a direct cause and effect relationship.  
The Meritum Schema (MS) was developed through the efforts of nine research groups, 
emanating from six European countries (Meritum Project, 2002). The basis of the MS was to 
report on the activities of the firm to develop, maintain and manage IC. It focused on the 
connectivity between the elements of IC (i.e., human, structural and relational capital), and 
claimed that when properly organised, IC elements create value. It is made up of three parts 
(vision of the firm, a summary of intangible resources and activities, and a system of 
indicators). The summary of intangible resources had three elements based on the elements of 
IC and was meant to show how the combination of the elements creates value.  
The drawback of the MS is that it sees the development of IC as a straight-line process that has 
not been tested in practice. The process is to identify strategically important intangibles, measure 
these intangibles and then acts based upon the indicators of these intangibles (Bukh & 
Johanson, 2003). However, Johanson et al. (2001) argue that development of IC measurement 
and reporting systems is an incremental learning experience with a trial and error component.  
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Strategic Business Models (SBM) or Strategy Maps are frameworks suggested by 
researchers such as Kaplan and Norton (2000a; 2003) that help understand how 
organisational resources translate to value by visually mapping the causal relationship. This 
method is based on the BSC and contains outcome measures and performance drivers that 
link intangible assets to shareholder value creation through four interrelated perspectives 
similar to the BSC. The proponents of SBM insisted that it is important that intangible assets 
must be integrated and aligned with critical internal processes.  
Several critics claimed that the relationships in strategy maps are similar to the BSC in that 
they are logical rather than causal (Nørreklit, 2000; 2003). Also, Marr et al. (2004) criticised 
ambiguity in the relationship between resources and organisational performance, which 
makes it difficult to identify how individual resources contribute to success without taking 
into account the interdependencies with other assets. 
In Australia, the Society for Knowledge Economics (SKE) developed a framework called the 
Extended Performance Account (EPA) as a guide to better manage, measure, and report on 
knowledge intensive organisational resources (Society for Knowledge Economics, 2005). 
The idea of developing this report was to „make visible‟ often over-looked, taken-for-granted 
knowledge intensive resources, thus creating new opportunities for management intervention 
and providing financial valuation (Society for Knowledge Economics, 2005). The EPA was 
to complement the existing three financial accounting statements and was also referred to as 
the „fourth‟ account of organisational performance that was forward looking, simple in 
structure and strategic in nature. The claim that EPA would provide useful information was 
backed up by several studies in different countries. The Society for Knowledge Economics 
(2005) reported that, for instance, an investigation of 1600 of the largest companies in the 
world by KPMG revealed that organisations that produce EPA could reduce risk exposure, 
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improve employee motivation and enhance workplace innovation. In Denmark, many of the 
150 companies that prepared IC statements found heightened levels of employee motivation, 
greater capacity for customer retention and improved employee awareness of organisational 
activity, strategy and objectives. The major drawback of the EPA was that it provided only a 
snapshot of the „value creating resources‟ intended for external reporting and may not be 
effectively used by management for internal purposes. 
The Service-Profit Chain (SPC) is a popular framework that attributes an organisation‟s 
financial performance to its relationship with its customers and employees (Heskett, 2002). It 
was not developed as an external reporting framework, but highlights a link between 
customer satisfaction, customer loyalty and the value of goods and services delivered to 
customers (Maritz & Nieman, 2008). The claimed strength of the SPC is that the framework 
interlinks and integrates many drivers of performance (Heskett et al., 1997). However, its 
strength is also its potential weakness. Since SPC is complex, it is vulnerable to being 
disproved at many points of the links (Pritchard & Silvestro, 2005).  
In summary, several studies agree on the need for a non-financial performance measurement 
framework (Johnston et al., 2002; Kaplan & Norton, 1992, 1996a; Lingle & Schiemann, 
1996). This is because it is considered to perform the role of providing a balanced picture of 
the organisation‟s key performance dimensions (Franco-Santos & Bourne, 2005). All the 
frameworks presented above presume that there is a cause-and-effect relationship between 
the various non-financial resources and tend to draw correlations between the non-financial 
resources and financial performance. Moreover, while these frameworks show what the 
organisation is, they do not show how an organisation‟s identity could change and how the 
non-financial resources could be handled – whether they could be increased, decreased or 
remain the same and there seems to be limited link to business strategy.  
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The above-mentioned frameworks were developed mainly for external reporting purposes. 
Nevertheless, these frameworks have served as tools in the development of business decision-
making processes and as an enabler for organisations to understand their non-financial 
resources management practices (van der Meer-Kooistra & Zijlstra, 2001). Examining the 
uses of the NFPI found in these frameworks for external purposes is beyond the scope of this 
study, since this study is interested in understanding how management mobilises NFPI within 
organisations. This study therefore focuses on internal management and the use of NFPI 
within an organisation and the next section examines the prior literature to understand how 
management has been using NFPI internally. 
2.4: How Do Organisations Mobilise NFPI? 
The adage „what gets measured gets managed‟ seems to argue strongly for more and different 
forms of measurements – both financial and non-financial (Catasus et al., 2007). In a similar 
vein is Otley‟s (2003, p.319) remark “what gets measured generally gets done. And what is 
not measured may suffer in comparison”. This point to measurement as an important aspect 
of management. Therefore, though the measurement frameworks have drawbacks, they are 
useful for measurement and management purposes. However, it could be argued that more 
measurement does not necessarily lead to better management (Catasus et al., 2007). 
Measurement could well be considered as the first step towards management, and growth and 
value creation do not come automatically with measurement, but instead a set of mechanisms 
have to be „mobilised‟ within organisations (Mouritsen, 1998).  
Metaphorically stated, NFPI measures serve as the beacon that directs managers. However, 
just as the beacon is not enough to reach the destination, measuring NFPI alone is not 
sufficient for improved organisational performance. The organisation needs to mobilise its 
NFPI resources to attain better organisational performance. Thus, while measurement 
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supports those issues that are already considered important in the organisation, it is not 
enough to fuel the organisation into acting (Catasus et al., 2007). The information obtained 
from measurement has to be mobilised in order to be managed.  
Also, Catasus et al., (2007, p. 509) define „mobilising‟ “as the process of moving an 
organisation from a state of passiveness to a state of activeness: to mobilise is to marshal 
resources (of all kinds) to promote acting.” Mobilising is the act of summoning attention, 
resources and strategies for acting (i.e., directing attention to what is being done). In order to 
manage performance it is necessary to look beyond measurement of performance, and be able 
to understand the relationships between measurement on the one side and operational 
activities, strategies and context on the other (Otley, 1994; 1999).  
Now focusing on NFPI, the prior literature tends to support the idea that NFPI could help in 
improving organisational performance. Therefore, scholars and practitioners have developed 
different frameworks that include non-financial information, several of which were discussed 
in the previous section. There are problems in implementing the various frameworks 
(Bierbusse & Siesfeld, 1997; Gates, 2001; Meekings, 1995), which is a research topic in itself 
and not further discussed here since it does not fall within the scope of this study. 
Nevertheless, researchers who recommend these frameworks and practitioners who use these 
frameworks do so believing that their measurement efforts will have a positive impact on the 
organisation‟s overall financial performance (Bourne et al., 1999).  
Whether or not NFPI measures result in positive financial performance is a question that 
interests academics and has been widely researched (e.g. Abernethy & Lillis, 1995; Chenhall, 
2005; Hoque, 2004; Iselin et al., 2008; Ittner, 2008; Ittner & Larcker, 2000; Nowak & 
Anderson, 1999; Reijonen & Komppula, 2007), but, the immediate question for those 
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managing organisations is what can be done with NFPI so that what is collected would result 
in positive change in organisational performance. 
 What is the next step after performance has been measured? To answer this question, a series 
of other questions need clarification.  
1. How does management mobilise NFPI collected in order to transform them into 
management activities?  
2. How well can NFPI collected be used, where can they be used and could managers 
face any barriers while trying to use NFPI? 
3. Are there any complexities that management face when NFPI are mobilised?  
4. Are there situations in which non-financial information could unfold into 
organisational practice?  
These questions are relevant to this thesis as it attempts to unravel the manner in which 
managers mobilise NFPI and therefore the prior literature is examined to provide insights into 
these questions. The prior literature on managerial use of NFPI was examined and several 
gaps were identified, which help shape the primary and secondary aims of this thesis.  
Each of the sub-sections below attempts to answer the above four questions. Section 2.4.1 
examines the relevant literature to provide answers to question 1 above (i.e., understand how 
management mobilises NFPI in order to be transformed into management activities). 
Management activities are determined by an organisation‟s strategy and therefore the part 
played by NFPI in strategising is examined. It was found that the prior literature does not 
explain how NFPI is involved in mediating strategy (i.e., how does it engage in strategising 
activities). This is addressed in Paper 1 and this thesis. Section 2.4.2 attempts to answer 
question 2 above. This section investigates the prior literature to understand how managers 
use NFPI and the difficulties that they face in this endeavour.  
Section 2.4.3 provides insights into question 3 above. IC is taken as an illustration of NFPI 
and the complexities that managers face while using the different IC elements is examined. It 
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was found that existing studies do not provide explanations as to how the different IC 
elements are separated and put to use to create financial value. This is investigated in Paper 2 
and this thesis.  
Section 2.4.4 examines the relevant prior literature to answer question 4 above (i.e., to 
understand situations in which NFPI could unfold into organisational practice). The prior 
literature does not consider the manner in which NFPI has been used to shape employee 
attitude and behaviour, which in turn could influence organisational practice. This gap is 
addressed in Paper 3 and this thesis. 
2.4.1 NFPI and strategising 
Several studies examined the implication of the use of different NFPI frameworks on a firm‟s 
strategy. For instance, Noah and Wayne (1999) probed the implications of the use of NFPI 
and BSC approaches to budgeting and financial planning. They argued that management 
could use NFPI, via scorecards, as an integrated measurement tool with lagging indicators to 
describe financial performance and leading indicators to forecast future performance. Thus 
Noah and Wayne (1999) contended that strategy could be clarified based on which business 
units could develop budgets to achieve their strategic initiatives. However, the results of their 
study cannot be considered decisive, since the findings and analysis were not based on 
empirical evidence, but on cited examples of multinational firms using non-financial factors. 
Researchers such as Kaplan and Norton (2004) suggested the use of strategy maps to measure 
NFPI and claimed that measuring the value of intangible assets is about estimating how 
closely those assets are related to the company‟s strategy. They asserted that if the company 
had a „sound strategy‟, and if the intangible assets were aligned with that strategy, then the 
assets create value for the organisation. Kaplan and Norton (2004) also claimed that 
organisations could use strategy maps to provide employees with an understanding of how 
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their jobs are linked to the overall objective of the organisation, enabling them to work in a 
coordinated, collaborative fashion toward the company‟s desired goals (Kaplan & Norton, 
2000a, p.168). While this study prescribed the use of strategy maps for implementation of 
strategy within an organisation, it does not use empirical data or explain how the 
measurement highlighted by these strategy maps can be used in practice. 
Chenhall (2005) showed how the information provided in strategic performance measurement 
systems (SPMS) affect desired organisational outcomes by providing information on the 
linkages between operations and strategic outcomes and between different factors of the 
entire value chain. The study used empirical data collected using a survey questionnaire of 
senior managers. The findings were that performance measurement systems that include non-
financial measures will improve the strategic competitiveness of organisations if they focus 
on how goals, strategies and operations are connected. Also it highlighted that such 
performance measures could result in „effective strategies‟ that could deliver positive 
strategic outcomes. This study argued that performance measures could identify cause-and-
effect linkages between operations and an organisation‟s strategy. 
Several other empirical studies have also attempted to show cause-and-effect relationships 
between strategy and performance measures and examined the use of different performance 
measurement frameworks. For instance, Roberts (1994) envisaged the integration of strategy 
with performance measures and that management control frameworks integrating various 
planning, control and reward systems containing more NFPI measures must be adopted. On a 
similar note, Decoene and Bruggeman (2006) claimed that alignment between NFPI 
measures and strategy requires active involvement of employees and executives by 
compensation plans linked to NFPI measures. Using information from US electronic 
companies, Sim and Koh (2001) showed that manufacturing companies that strategically link 
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their corporate goals to their performance measurement system performed better than those 
that did not.  
Also, according to Hass et al. (2005) performance measures tied to strategic plans aid 
organisations in developing the strategic plan, analysing and achieving departmental and 
corporate objectives, monitoring operations, charting progress towards goals, and evaluating 
employees and suppliers. McAdam and Bailie (2002) highlighted that closer links between 
performance measures and business strategy is essential. Neely et al., (1994) claimed that the 
key factors of alignment are consistency in both decision making and action. 
There have been an increasing number of organisations measuring NFPI, such as customer 
loyalty and employee satisfaction, and there has been evidence that a link between strategy 
and NFPI measures is necessary. However, Ittner and Larcker (2003) claim that in general 
organisations have failed to relate NFPI to their strategic goals. Organisations that fail to 
identify, analyse and act on NFPI and connect them to strategies, could end up in 
misallocating their financial resources and rewarding ineffective performance.  
The above prior studies have established a link between strategy and NFPI measures and 
conclude that this link is essential for improved organisational performance. However, these 
studies have not been able to show how NFPI is being mobilised by managers and what effect 
it could have on strategy (i.e., how NFPI is used in an organisation to implement its strategy 
or how NFPI is involved in mediating strategy). This question has been tackled in Paper 1 
and this thesis using narratives to show what happens to strategy when managers try to 
mobilise NFPI within an organisation (see Chapter 4, section 4.4.1 and Chapter 5, section 
5.3). The following sub-section will investigate the relevant prior literature to find out how 
NFPI collected are being used within organisations. 
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2.4.2 Use of NFPI in organisations 
This section discusses the prior literature examining the use of NFPI in organisations. The 
sub-section specifically examines why NFPI has been put to limited use and the difficulties 
and barriers management faced in using NFPI measures; and some areas within an 
organisation where NFPI measures have been used. 
The prior literature suggests that NFPI has been put to limited use because organisations face 
many difficulties and barriers in their use of NFPI. Management can use NFPI to evaluate, 
control, budget, motivate, promote, celebrate, learn and improve (Behn, 2003). Though it was 
believed that measures of non-financial resources are important, few organisations seem to 
collect information on non-financial resources, and if they did, many did not use NFPI 
(Stivers et al., 1998). Managers do not use the information because it is either irrelevant or 
management does not understand its relevance (Manoochehri, 1999). Also, if the users of the 
information (managers) do not realise how their actions impact the performance measures, 
then there is a probability that NFPI collected is not useful. Therefore, users of the 
information must be educated on the importance of NFPI. The manner in which NFPI data is 
acquired, analysed, interpreted, communicated and acted upon seem to have an impact on 
performance of the organisation (Bourne et al., 2005).   
There have been many studies that examine the process of design and implementation of 
NFPI and its effectiveness (Bititci, 1995; Kaplan & Norton, 1996b), but empirical studies 
examining the use of these measurement systems are rare (Bourne, et al., 2005). The process 
of collecting NFPI would be wasted if performance data produced does not inform 
management action (Neely & Bourne, 2000). Even as organisations increase their time on 
obtaining various NFPI, they struggled to transform their performance measures into actions 
(Johnston et al., 2002), which Pfeffer and Sutton (1999) call the „knowing-doing gap‟, Cohen 
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(1998) refer to as „performance paradox‟ and Stivers et al. (1998) call the „measurement-use 
gap‟. It should be understood that neither the act of measuring nor the resulting data 
accomplishes anything in itself; only when the information is used in some way is something 
accomplished (Behn, 2003). Collecting NFPI is not an end in itself but is the beginning of the 
process of effective management. 
However, Stivers et al. (1998) pointed out that several NFPI in the category of employee 
involvement (such as employee satisfaction, employee turnover, morale and corporate 
culture) are used only by 40% of organisations in the decision-making process and only about 
25% of them use information on customer service, innovation and goal achievement.  
Several reasons are highlighted for non-use of NFPI. First, Stivers et al. (1998) point out that 
NFPI are „softer‟ and management may find it difficult to understand and convert these into 
action items. Second, there are difficulties in assessing metrics that capture desired actions 
and outcomes (Cavalluzzo & Ittner, 2004). Third, NFPI are not uniform with multiple 
categories perceived as not equally useful (León et al., 2008). Fourth, there are problems in 
weighing NFPI accurately and appropriately together with financial measures (Luft, 2009). 
Finally, users are unsure about appropriate weights (Malina & Selto, 2004).  
Though there is a limited use of NFPI, the prior literature outlines some areas where NFPI 
have been used. The actual use of performance measures is vital. Meekings (1995) claimed 
that the organisation must use measures properly, not only to deliver performance 
improvement, but also to bring a cultural change within the organisation. Aguilar (2003) 
indicated that performance measures must be an integral part of the organisation‟s culture and 
reward system. Aguilar (2003, p.49) states that: 
“The key purpose of performance management is to align the entire organisation 
behind the goal of turning the strategic plan into effective action… Communications 
should serve to inform employees, to involve them in the process, and ultimately to 
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empower them to implement change and to keep implementing change on an ongoing 
basis.” 
 
Also, Kaplan and Norton (2000b) argued that NFPI can be an instrument of cultural and 
strategic change. Measures affect employee behaviour, which is documented by studies on 
reward systems and compensation plans based on measurement systems. Also, Ittner et al. 
(2003) suggest that organisations could implement compensation plans that use non-financial 
metrics to qualitatively assess a manager‟s performance. In a previous study, Ittner et al. 
(1997) examined the use of NFPI in compensation plans (e.g., CEO‟s bonus) and found 
strong evidence that firms following innovation oriented strategy use more non-financial 
measures in executive compensation. Similarly, Sliwka (2001) predicted that NFPI is used in 
executive compensation when the importance of the strategic activity is sufficiently large. 
Also, Said et al., (2003) found that companies that included NFPI in executive compensation 
contracts significantly had higher mean levels of market returns.  
However, there have been studies with contradicting results about the use of NFPI in 
determining remuneration and rewards. While Roberts (1994) claimed that it is important that 
performance measures of managers stress those things that are important to the organisation, 
Ittner et al. (2003) found that, in spite of obtaining non-financial measures, organisations use 
financial measures as the primary determinant of bonuses. On the contrary, Wines (1996) 
claimed that organisations develop executive performance measures not based on financial 
gains, but on long-range strategy goals (such as new products, retaining customers, investing 
in technology, improving organisation‟s public image) and applying these measures in annual 
bonuses.  
Several studies suggest that if a NFPI framework, such as the BSC is effectively 
communicated, it can motivate and influence lower-level managers to drive their actions 
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towards company strategy, resulting in improved financial performance. On the other hand, 
flaws in the design and shortcomings in communication could adversely affect the 
relationship between top and middle managers (Malina & Selto, 2001). Also, Atkinson 
(1998) claimed that it is important to communicate organisation objectives to decision-
makers and align their activities with those objectives. This could be accomplished by using 
NFPI measures to focus attention on variables that are critical to the organisation‟s success 
and to reward individuals for those performances (Atkinson, 1998).  
In summary, the above review of the prior literature suggests that, in spite of realising the 
importance of NFPI, organisations have been using NFPI sparingly. Reasons for lack of use 
of NFPI measures include its perceived irrelevance, lack of knowledge among managers on 
the relevance of these measures, not being able to realise how management actions impact the 
performance measures, the soft nature of these measures, and an inability to assess the 
relative weight of the measures. Regardless, several studies suggest that NFPI have been used 
to reward and remunerate employees, as a communication device, for executive 
compensation and to motivate employees. The next section examines the relevant prior 
literature considering the complexities faced by managers in using NFPI. 
2.4.3: Complexities of using NFPI 
This sub-section investigates the relevant prior literature to understand what makes 
performance measures, in particular NFPI, complex and what makes it difficult for managers 
to use them. This thesis refers mainly to IC as NFPI (please refer footnote 1 in Chapter 1). 
Therefore, for the purpose of this sub-section, IC is taken as an illustration from the 
assortment of NFPI to look at the complexities involved in the working and usage of NFPI.  
IC frameworks tend to display NFPI in a simple to use format. These frameworks also 
suggest the use of more varieties of performance measures, since it is assumed this could 
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solve the problem of performance measures. However, Vakkuri & Meklin (2006) argued that 
the dynamic interaction between performance measurement systems and their use is 
neglected. They claimed that there is ambiguity in the use of performance measures, since 
they are riddled with limitations, conflicting interests, uncertainties, paradoxes, and 
ambivalences.  
In an IC framework, the three elements – human, structural and relational capital – play a 
central, yet ambiguous, role in forming the character of IC. Prior research suggests that this 
division of elements of IC has a formative role in developing ideas about the consequences of 
IC. However, the character of this formative role is still embryonic, since either it focuses on 
types of managerial use of IC information (e.g., Catasus & Grojer, 2006), on the ambiguous 
relationships between IC and organisational outcomes, such as innovation (Cuganesan, 
2005), or on the relationships between IC information and knowledge management strategies 
(Mouritsen et al., 2002). However, little research focuses on how actors (e.g., managers and 
employees) make specific sense of the three elements and of their relationships (Mouritsen, 
2006). 
Previous literature has suggested, with significant statistical results, that elements of IC tend 
to correlate positively with each other. For instance, it has been argued that the performance 
of human capital influences the performance of structural capital and of relational capital, and 
eventually the interactions between these elements correlate positively with financial 
performance (e.g., Bontis, 1998; 2004; Chen et al., 2005; Namasivayam & Denizci, 2006; 
Wang & Chang, 2005). These studies suggest that relations are positive and it could be 
assumed that maximisation of all elements would be financially preferable. However, the 
problem with such findings is that they generalise and rationalise the performance of IC and 
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make its relation to practice less pertinent. The sequence of causality is simple, because it 
tends to omit the frictions that managers experience when having to deal with IC. 
Several studies have found that elements of IC might be compromised between each other. 
For instance, sometimes organisations tend to focus on one type of IC, since multiple forms 
of IC could be unproductive (e.g. Youndt et al., 2004). At times investment in only one 
element could lead to increased organisational performance, but excess investment in an 
element could have a negative effect on performance (e.g. Huang & Liu, 2005). Other times 
firms focus on only those elements that are most relevant for their value creation process (e.g. 
Vergauwen et al., 2007). However, in spite of compromising investment on different IC 
elements, these studies state that to create a superior performance, it is essential to co-
ordinate the three components of IC of a firm. Consequently, not all investments in IC 
elements are profitable. Somehow the elements have to be put together in a form unique to 
the firm. 
Several case based studies found that there could be multiple translations between the 
elements of IC. Cuganesan (2005) investigated an Australian financial services firm and 
found that inter-relationships between different IC elements and value creation were found to 
be pluralistic and temporally contingent. Also, Cuganesan (2005) showed that IC had 
multiple relations of cause-and-effect in a one-to-one or one-to-many manner, which meant 
that there is a need to explain how IC resources „entangle‟ and act productively (Mouritsen, 
2004). Similarly, Beuno et al., (2006) showed that IC is complex similar to the notion of 
„creative neuron‟. It is a complex adaptive association of IC elements whose interactions give 
rise to value creating processes in organisations.  
Dumay (2009, p.190) identified IC as a complex phenomenon and argued that trying to „fit‟ 
existing IC frameworks to gather information on IC does not have relevance in understanding 
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the „value-creation process‟. Also, Jhunjhunwala (2009, p.211) argued that popular IC 
frameworks tend to measure individual elements, but fail to provide a holistic picture and 
claimed that the performance of each element is linked to others and value creation will take 
place based on how elements interact.   
All these studies suggest that in spite of their complex nature, IC elements are embedded in 
physical assets and interactions between both create positive value. Also, these studies of IC 
highlight the complex nature, and potential for entanglement of IC elements and the problems 
managers may face while trying to use the elements of IC. Therefore, this makes it difficult 
for managers to find a causal relationship between NFPI, like IC, and financial performance. 
However, these studies do not provide clarity on how such complex IC elements are put to 
use by managers to create financial value. This has been tackled in Paper 2 and this thesis 
adds to Paper 2 by using narratives to show how the elements of IC influence each other and 
financial capital in an organisational setting (see Chapter 4, section 4.4.2 and Chapter 5, 
section 5.3 for details). 
2.4.4: NFPI and organisational practice 
As demonstrated in the previous sub-section, NFPI are complex and managers find it difficult 
to understand their complexities. Organisations need to mobilise a set of mechanisms to 
convert NFPI to achieve growth and value creation (Mouritsen, 1998) and can be used by 
management to intervene and allows action to be performed (Mouritsen, 2004). When in use, 
NFPI bring changes in management practices and Vaivio (1999) suggests that it is necessary 
to examine how the use of NFPI brings about organisational change and reshapes 
organisational reality. This sub-section examines the relevant prior literature to provide an 
understanding of the ways in which organisations use NFPI to shape organisational practice.  
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The prior literature has pointed out that NFPI has been important for management accounting 
change. For instance, Hopwood (1987) showed using case examples, the ways in which non-
calculative accounting changes became a powerful means for organisational intervention and 
governance and played an active role in shaping organisational developments. Bhimani 
(1993) showed that internal accounting mechanisms, including non-financial statistical 
information can affect and alter organisational possibilities even though shaped by incidents 
that are unanticipated and unplanned. Management accounting changes involving non-
financial factors (categorised as motivators, facilitators and catalysts) combine and interact to 
provide „real world‟ circumstances, resulting in practical developments within the firm (Innes 
& Mitchell, 1990).  
Vaivio (1999) found that by systematising NFPI into regular reports, management was able to 
integrate NFPI into the organisation‟s management process and turn them into 
organisationally constitutive artefacts. NFPI measures were seen as reflective, diagnostic 
instruments that had active and constitutive roles to play in the management process. In 
another study, Ezzamel et al. (2004a) showed how the inscriptions of new management 
accounting measures (including non-financial measures) were used to create spaces of 
representation, which was helpful in constituting a new organisational reality by developing 
an empowered workforce and harmonious industrial relations.  
In spite of its importance, studies have also shown that the use of NFPI for organisational 
change does not come easily. For example, Scapens and Roberts (1993) showed how the 
introduction of new management accounting changes in different divisions of an organisation 
(that required both financial and non-financial information) resulted in resistance within the 
organisation. Similarly, Ezzamel et al. (2004b) demonstrated how following shifts in market 
conditions and ownership, several attempts by senior management to introduce change 
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initiatives (including accounting techniques) in an organisation were interpreted by 
employees as intensifying labour by reducing head count and therefore the change initiatives 
were resisted.  
The above are but a few examples from the extant management accounting literature that 
demonstrate how NFPI has been used to bring organisational change. For instance, NFPI is 
sometimes used for bringing about organisational change and at other times management face 
resistance from employees while trying to use new NFPI.   
To highlight this point several examples from the IC and the social and environmental 
accounting (SEA) literature have been examined. The following recent case studies focus on 
a single organisation and illustrate how IC or SEA discourses were used to change 
organisational reality. These studies highlight the ways in which different NFPI eventually 
unfold into organisational practice.   
Cuganesan et al. (2007) conducted a case study and highlighted how ambiguity in IC 
discourse allowed senior executives and managers (i.e., discourse producers) greater 
flexibility in connecting to the interest of discourse consumers (e.g., practice managers, 
funding agencies, community) and succeed in shaping material practice. The study showed 
how the construction of IC, as a potential solution to practical concerns, could make IC more 
attractive to discourse consumers. Eventually IC discourse was taken up by the discourse 
consumers when previously it was discarded. However, while this study showed how IC was 
useful in shaping the practices of managers and external agents, it did not show how IC 
discourse was used to influence the employees and shape their actions. 
In a recent study, Cuganesan and Dumay (2009) highlighted the ability of visualisation 
techniques to render visible the complexity of IC and make relationships between IC 
elements and value creation accessible to managers seeking to act on IC. By collecting 
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narratives from employees and getting them to self-index the narratives on narrative software, 
they were able to connect various IC elements to one another and showed that this could be 
used for resource mobilisation and managerialist interventions. This study is useful for 
understanding the first step involved in translating NFPI into organisational practice, since it 
shows how employees make sense of IC, which could be inscribed in electronic form that can 
be stored and mobilised later by management. However, the study does not extend further to 
show how the information thus collected could be used for management intervention or to 
change organisational practice.    
The use of narrative in IC disclosure and the subsequent impact on the social structure of an 
organisation was examined by Dumay (2008b) in a case study. The management of an 
organisation used external IC reports to create an awareness of IC within the organisation and 
the reporting of IC elements created new meanings within the organisation, challenging old 
ways of doing things. The Dumay (2008b) study highlighted how the organisation used 
narratives that became routinised in the activities of management. Also, the narratives were 
not only used to provide understanding of the IC measures and the reasoning behind the use 
of IC, but to provide a mechanism that engendered further management action and 
subsequent organisational change. The limitation of this study is that the findings were based 
on interviews with senior executives who were involved in the process of introducing IC 
narratives in the organisation and does not reflect the ideas of the employees. 
In an earlier case study conducted by Dumay and Guthrie (2007), an environmental 
disturbance (i.e., ageing workforce) acted as a catalyst for the adoption of IC by 
organisational members. This resulted in transforming management and accounting practices 
from a financial focus to incorporate a long-term non-financial focus based on accounting for 
IC, especially human capital. The discourse based on IC enabled a more equitable and 
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targeted allocation of financial resources and accounting for IC formed IC practice for 
management action. Thus this study showed how IC penetrated into the depths of the 
organisation and became embedded in the organisational discourse and practice. However, 
similar to the Dumay (2008b) study, this paper also ignores the views of the employees and 
shows bias towards managers who were instrumental in mobilising IC discourse within the 
organisation. 
However, Justesen and Mouritsen (2009)  analysed relations among different kinds of 
visualisation (NFPI) in annual reports and traced their interaction with activities within the 
firm such as marketing, sales, design, planning and operations. They found that visual aids 
act as mediators that cross boundaries between accounting, sales and production activities. 
When combined with accounting calculations, the study highlights how visualisations 
produced new space and gained strength thus producing an organisational practice. Here 
NFPI was found to be used by the firm to manage and persuade its audience, to establish 
referents within the firm and to influence decision making in the departments of the firm.  
Turning our attention towards the SEA literature, Adams and Larrinaga-Gonzalez (2007) 
claimed that unlike the management accounting literature, the SEA literature has paid scant 
attention to the impact of the practice of SEA on organisations and their participants and they 
called for future research engaging with organisations. Prior to their study,  a few researchers 
examined internal SEA processes and the impact these had on organisational change (e.g. 
Larrinaga-Gonzalez et al., 2001; Adams, 1999; O'Dwyer, 2002; 2003; 2005; Unerman & 
Bennett, 2004). It was found that SEA was used to negotiate and control the environmental 
agenda within the organisation; to promote a broad society-centred conception; and to engage 
in stakeholder dialogue. In spite of calls from these researchers, only a few studies have 
examined the impact of SEA on organisational practice. 
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For instance, Adams and McNicholas (2007) conducted an action research in a government-
owned water authority, to examine the hurdles faced by the organisation in developing an 
internal sustainability report and the processes towards organisational change. It was the 
presence of the researchers and their engagement that had resulted in the integration of 
sustainability issues into organisational planning and decision making and facilitated the 
embedding of sustainability values. Otherwise, the study found a number of impediments 
which previously resulted in resistance from managers and employees. Similarly, based on 
his involvement in the development of social book-keeping in an organisation, Dey (2007) 
highlighted that social accounting intervention was significant in bringing about 
organisational change, but the change was in an unexpected and undesirable way. 
Nevertheless, SEA intervention appears to be influential when aligned with substantive 
changes in the organisation itself.  
Ball (2007) demonstrated how social movement pressures combined with an opportunity to 
invest in technology for ecological modernisation of waste management were catalytic in re-
framing the organisation‟s earlier resistance. In a study on social accounting of a savings 
bank in Denmark, Johansen (2008) found that when the bank introduced a „self-management‟ 
program to develop autonomous employees and empower them, instead it evoked a silencing 
of the employees‟ voice in social accounting, affecting work, education and the family. 
In spite of repeated calls for research on the impact of social accounting on organisational 
practice, this area has still been under-researched. This thesis supports Ball and Craig‟s 
(2010) claim that researchers should pay greater attention to the interests, beliefs, and 
activities of managers in the organisations under scrutiny. Researchers should recognise the 
pursuit of distinctive interests by employees and attention should be directed to determining 
which power and interests are shaping the change. Paper 3 approaches this call by examining 
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how the management of an organisation uses discourses in employee newsletters to construct 
one aspect of NFPI namely „workplace flexibility‟. This thesis adds to Paper 3 by using 
narratives to highlight how managers used discourse on workplace flexibility to influence 
organisational culture and also to establish their image in the community and with customers 
(see Chapter 4, section 4.4.3 and Chapter 5, section 5.3). 
2.5: Summary 
The prior literature indicates that there is a correlation between NFPI and organisational 
performance. However, these are statistical correlations that do not examine what it means 
for managers to use the measures. Also, prior studies assert that there is a direct link between 
NFPI and organisational performance and that measuring NFPI would lead to improved 
financial performance. Studies that examine how NFPI measures could be mobilised and 
translated into organisational performance are rare. This thesis examines the complexities 
involved in mobilising NFPI and provides an understanding of how the organisational 
practices developed whilst mobilising NFPI. This thesis adds to the three empirical papers 
(Paper 1, Paper 2 and Paper 3) by linking the papers using a narrative approach to 
demonstrate how managers mobilise NFPI in practice. The next chapter, Chapter 3 presents 
the narrative approach; Chapter 4 provides narratives of the three papers; and Chapter 5 links 
the three papers by discussing the narratives. 
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Chapter 3: Narrative Approach – Theory and Method. 
3.1: Introduction 
A common thread that links the three empirical papers (Paper 1, Paper 2 and Paper 3) to the 
thesis is the „narrative approach‟ which is used as both theory and method. The basis for 
using the narrative approach for this thesis, is that people are story tellers by nature and 
stories provide coherence and continuity to one‟s organisational experience and plays a 
central role in communication (Lieblich et al., 1998). An organisation is a site of dialogic 
interactions among participants, which forms a complex web that should be organised into 
meaningful units (Moen, 2006). One such meaningful unit is story or narrative that is a 
natural way of recounting experiences of and for oneself and to others. Narratives, stories, 
and tales, it is said, connect the person to social events, processes and the organisation 
(Czarniawska, 1998).  
Accounting researchers have tended to use narratives, as a method of inquiry ((e.g.  Ahrens, 
1997; Bjurklo, 2006; 2008; Scapens & Roberts, 1993). Several others have claimed that the 
narrative approach is not a method but, rather a frame of reference in a research process, 
wherein narratives are seen as producers and transmitters of „reality‟ (e.g. Llewellyn, 1998). 
In this thesis, the narrative approach is considered as a frame of reference, a way of reflecting 
during the entire inquiry process, a research method, and a mode for representing the study. 
Hence, this thesis uses the narrative approach as both the theory and the method where 
narratives and more exactly localised little stories are used to ground the theoretical 
arguments (Llewellyn, 1999, p.221).  
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As indicated in chapter 1 the main objective of this thesis is to explore how managers 
mobilise NFPI in practice. This is formulated by combining three distinct projects conducted 
in one organisation. In the three individual projects (Paper 1, Paper 2 and Paper 3), analysis 
of various internal and external documents and interviews with senior executives was 
performed.  Paper 1 (Mouritsen & Murthy, 2011) highlights how NFPI produces a 
framework for constructing a strategy discourse using information collected from interviews, 
strategy documents and extended performance account (EPA) reports. Paper 2 (Murthy & 
Mouritsen, 2011) illustrates the complexities and interdependencies between the three IC 
elements and their confrontation with financial capital in the organisation. Paper 3 (Murthy 
& Guthrie, 2011) examines one element of NFPI, using the discourse on „workplace 
flexibility‟ in employee newsletters and finds that the story is positive for management, 
where there is a strong functioning of the existing NFPI system. 
The rest of this chapter 3 is organised as follows. Section 3.2 provides various definitions of 
narratives. Section 3.3 examines research in accounting that has used narratives. Section 3.4 
provides information on narrative theory. Section 3.5 highlights narratives as a method of 
analysis, while section 3.6 highlights the superiority of narrative theory and section 3.7 
provides a conclusion to this chapter.  
3.2 Definition of Narrative 
Research using narrative methods enables researchers to place themselves at the interface 
between persons, stories and organisations (Czarniawska, 1998). Narrative analysis has been 
widely used by researchers in the field of literature, history, psychology and nursing (e.g. 
Bruner, 1986; McCance et al., 2001; Polkinghorne, 2005; Reissman, 1993). Several 
researchers have started using narrative techniques in the field of accounting, which is 
elaborated in more detail in section 3.3 (e.g. Covaleski & Dirsmith, 1986; Czarniawska, 
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1997; 1998; Llewellyn, 1998; Scapens & Roberts, 1993; Sinclair, 1995). This section 
provides the definitions of narratives and narrative analysis that was found in the prior 
general literature. 
For instance, Polkinghorne (1988, p.13) defines narrative as “the kind of organisational 
scheme expressed in story form” and contends that this can refer to the process of making a 
story, to the cognitive scheme of the story, or to the result of the process – also called 
“stories”, “tales” or “histories”. Narrating is a mode of thinking and persuading that is as 
legitimate as calculating (Llewellyn, 1999, p.220). Labov and Waletzky (1997, p.12) define 
narrative “as one method of recapitulating past experience by matching a verbal sequence of 
clauses to the sequence of events which actually occurred”.   
Bruner (1990) describes narrative as that which is composed of a unique sequence of events, 
involving human beings as characters or actors. According to Riessman (1993, p.17) “most 
scholars treat narratives as discrete units, with clear beginnings and endings, as detachable 
from the surrounding discourse rather than as situated events”. Similarly, several other 
writers have stressed that a narrative is a „story‟ with a beginning, middle and end (e.g. 
Scholes, 1981; Tilley, 1995). Czarniawska (1998) suggests that the imposition of a structure 
onto „raw and fragmented material‟ can help researchers make sense of participants‟ stories.  
Narrative is the art of working with time (Gillard, 2003) and the technique of a narrative 
analysis is unique, since it evaluates and configures events rather than merely listing the 
events in temporal succession (Llewellyn, 1999). According to Polkinghorne (1988, p.18) 
narratives provide a symbolised account of actions that include a temporal dimension. Denzin 
(1989, p.37) encapsulates the characters of „narratives‟ as a story that tells a sequence of 
events that are significant for the narrator and his or her audience. A narrative as a story has a 
plot, a beginning, a middle and an end. It has an internal logic that makes sense to the 
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narrator. A narrative relates events in a temporal, causal sequence. Every narrative describes 
a sequence of events that has happened. 
Drawing from the meaning of „narratives‟ discussed by the various authors above, the 
following five characteristics of narratives that translate a „story‟ into a narrative that can 
make sense to the narrator and their audience.  
1) A narrative has a sequential dimension (temporal setting) and has a beginning, middle and 
end. A narrative is made up of events and actions in a „chronological order‟. It should consist 
of a beginning and an end also reasoning for the change from the commencement state to the 
final state, whether it is a movement from good to bad or vice versa. The choice of where to 
begin and where to end a narrative completely alters its shape and meaning (Riessman, 1993). 
Bruner (1990, p.43) points out that the principle character of a narrative is its sequentiality 
that is composed of a unique sequence of events, mental states, and happenings involving 
human beings as characters or actors. 
2) A narrative is retrospective in nature. A narrative has a recognisable „voice‟ reflecting the 
viewpoint of the narrator about a number of events. This retrospective interpretation involves 
an arrangement of events that can include both flashbacks and flash-forwards (Soderberg, 
2006). The narrator moves back and forth, prioritising and ordering the events to bring out 
the causal effect providing suitable explanations and placing them in context.  
3) A narrative requires a „plot‟. The organising theme that identifies the significance and role 
of the individual events and actors is called the „plot‟ of the narrative (Polkinghorne, 1988).  
The dynamic, sequential thread of a plot secures the overall coherence of narrative accounts 
and is an indispensable framework of the narrative (Llewellyn, 1999). The plot performs the 
function of a weaver that weaves together the different listing of events into a schematic 
whole, thus developing a single story. In the words of Polkinghorne (1988, p.131), “the act of 
47 
 
plot is to elicit a pattern from a succession, and it involves a kind of reasoning that tacks back 
and forth from the events to the plot until a plot forms that both respects and encompasses 
them in a whole”. The act of grasping a narrative is a dual one where the interpreter has to 
grasp the configuring plot in order to make sense of its constituents that must then be related 
to that plot (Bruner, 1990, p.43). Plots vary in type: tragedy, comedy, romance, and satire, all 
of which will be discussed in more detail in section 3.4.3.  
5) A narrative can be real or imaginary. In a narrative, the perceived coherence of the 
sequence of events rather than the „truth or falsity‟ of the story elements determines the plot 
and the power of a narrative as a story (Czarniawska, 1998). That is to say that a narrative can 
be real or imaginary without loss of its power as a story where the „sense‟ and the „reference‟ 
of the story bear a relationship to each other (Bruner, 1990, p.44). Whether a narrative is real 
(e.g., autobiography) or imaginary (e.g., fictitious stories), it serves as a lens through which 
the disconnected elements of existence are seen as related parts of a whole (Polkinghorne, 
1988). The „truth‟ in a narrative lies not in facts, but in the meaning (Gabriel, 2000, p.135). 
A narrative is co-written by the narrator‟s audience: A narrator may want to create an 
impression of their rationality through the use of arguments and convey their intelligence and 
brightness. They may use the interviewer as their audience and a mediator of their 
interpretations. Hence, it is important to draw attention to the quality of the social interaction 
between the narrator (interviewee) and the audience (interviewer) (Soderberg, 2006, p.401). 
Narrative accounts are coherent wholes that are constructed from parts supplied by both the 
researched (narrator) and the researcher (interviewer) (Llewellyn, 1999). Also, Llewellyn 
(1999, p. 227) points out that the actions of the narrator will be interpreted by them in the 
context of their understanding of their situation and then re-interpreted in the light of the 
theme introduced by the interviewer. 
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In conclusion, a narrative in its most basic form, requires three elements: an original state of 
affairs, an action or an event, and the consequent state of affair that require a „plot‟ to be 
converted into a meaningful whole (Czarniawska, 1998, p.2). This is taken as the operational 
definition of a narrative for this thesis. The next section examines the relevant prior literature 
in the field of management and accounting that has used narratives in order to understand 
how they have been used– as a theory or as a method. 
3.3: Narratives Used In Management And Accounting Literature 
This section examines the relevant management and accounting literature to understand how 
narratives have been used by researchers in the past. The section starts with a brief 
examination of the accounting literature describing qualitative methods and narratives. Also, 
this section identifies past research in the management and accounting fields that has used 
narratives as a method. However, it was found that there is limited research that has used 
narratives as theory to frame the reference of the research process. 
The area to be studied determines the inquiry methods. Polkinghorne (2005) indicates that 
qualitative methods are designed to study the experiential life of people. Narrative research is 
a sub-set of qualitative research, which involves configural story-form construction of a 
narrative set (Polkinghorne, 1995b). According to Schwandt (2001, p.213) qualitative inquiry 
aims at understanding the meaning of human action. It is a „life-world‟ as it is lived, felt, 
undergone, made sense of, and accomplished by human beings that is the object of study.  
Qualitative methods have been widely used and are well established in the fields of 
management and accounting. Qualitative methods have been used in various aspects of 
management such as organisational analysis (Cassell & Symon, 2004), organisational choice 
(Carley, 1980), management accounting information systems (Cooper et al., 1981), budgeting 
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(Covaleski & Dirsmith, 1986; Czarniawska & Jacobsson, 1989), and importance of talk in 
accounting work (Ahrens, 1997) to name a few. In the field of accounting, qualitative 
research has become more popular since the 1970s. Qualitative research has played a 
significant part in areas such as accounting education, accounting history, auditing, financial 
accounting, management accounting and control and social and environmental accounting 
(Lee & Humphrey, 2006, p.182).  
Focusing on management and accounting literature that has used narratives, it was found that 
accounting researchers have shown an interest in developing narrative methods (Parker, 
1997; Pervits et al., 1990a; 1990b). It is found that several management accounting studies 
used narrative methods to ground their arguments, several other studies conducted analysis of 
narratives and few other studies used narratives as a theory (Please see Table 2). 
Table 2: Selected Accounting Literature that used Narratives 
METHOD THEORY 
Literature that used 
narrative analysis 
Literature that analysed 
narratives 
Literature that used 
narrative as a theory 
Covaleski & Dirsmith 
(1990) 
Pava & Epstein (1993) Barry & Elmes (1997) 
Scapens & Roberts (1993) Aerts (1994) Boudens (2005) 
Sinclair (1995) Smith & Taffler (1995) Dumay (2008b) 
Ahrens (1996) Deegan & Gordon (1996)  
Ahrens (1997) Bryan (1997)  
Llewellyn (1998) Smith & Taffler (2000)  
Bryant & Cox (2004) Mouritsen et al. (2001b)  
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Llewellyn & Northcott 
(2006) 
Beynon et al. (2004)  
Bjurklo (2006) Clatworthy & Jones (2006)  
 Gray (2009)  
 
3.3.1 Narrative analysis - a method 
Covaleski and Dirsmith (1990, p.544) conducted a qualitative study that reflected on the use 
of various interpretative research approaches to conduct a series of field studies. The authors 
claimed that qualitative data (in narrative form) is attractive because it provides rich 
descriptions of the social world, most particularly the meanings attached to actions and events 
in the language of its principal actors. Also, it facilitates exploring unforeseen relationships 
and reduces researcher-induced retrospective distortion and unsupported inferential leaps.  
Also, Scapens and Roberts (1993) used narrative analysis to conduct a case study on the 
introduction of new accounting control systems in various units of a multi-divisional 
company and explored the origins and consequences of the resistance encountered by the 
project development team. The narrative case study comprised „interpretations of 
interpretations‟ and the study concluded that an understanding of accounting change requires 
an understanding of various organisational and historical contingencies.  
In a study on forms and discourses of accountability, Sinclair (1995) used the narratives of 
chief executives in public sector organisations to identify forms of accountability. This study 
was based on the narratives as a method of analysis to show that CEOs experienced 
accountability as encompassing multiple and conflicting meaning. 
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Ahrens (1997) used narratives to analyse how „accounting talk‟ affected the functioning of 
management accounting and other organisational functions. He concluded that through 
„accounting talk‟, the mobilisation of accounting in processes of organisational ordering 
could be related to the ways in which it combined with other bodies of organisational 
knowledge. In a previous study, Ahrens (1996) used narratives of management accountants 
and attempted to convey the kind of cross-national contrast in organisational discourse and 
practice and the different styles of implicating accounting in processes of accountability.  
Llewellyn (1998) used the narratives of staff in social services to describe the boundaries 
between costing and caring. In another study on hospitals, Llewellyn and Northcott (2006) 
used the narratives of management accountants, the finance director and various other 
executives to demonstrate that the activities and processes of a hospital life „became average‟, 
since they had to comply with the cost accounting average and the concept of average was 
being promoted as the hospital norm. 
Bryant and Cox (2004) showed how employees talk about their experiences of organisational 
change, focused on the construction of positive narratives. Bjurklo (2006) collected narratives 
in the form of interviews, critical incident technique
3
 and recordings of spontaneous 
storytelling to conduct a longitudinal study. This study explored the type of information 
useful for managers and employees in understanding the company and the requirements for 
particular jobs. The above studies are several examples from the prior literature that used 
narrative methods to ground their arguments. 
                                               
 
3 An incident that diverges from what an actor expects (Bjurklo, 2006). 
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3.3.2 Analysis of narratives – a method 
Several researchers have not used narrative analysis as a method, but conducted analysis of 
the narratives found in various organisational reports. For instance, Pava and Epstein (1993) 
investigated narratives from the „Management Discussions and Analysis‟ of US corporate 
annual reports and found that companies are twice as likely to predict positive economic 
results as negative ones. Bryan (1997) analysed narrative disclosures in „Management 
Discussion and Analysis‟ to highlight how disclosures on future operations and planned 
capital expenditures were associated with future financial performance measures and 
investment decisions.  
Aerts (1994) examined the narratives in „Directors‟ Reports‟ from a sample of Belgian annual 
reports. He found that managers used technical accounting terms to explain negative 
performance, but express positive financial performance in clear, cause-and-effect 
terminology. Aerts used these annual report narratives to explore the relative use of 
performance explanations and discuss different communicative aspects of accounting 
explanations.  
Smith and Taffler (1995) used narratives from the „Chairman‟s Statement‟ in annual reports 
to highlight that it is a significant indicator of accounting financial performance. Whilst in 
another study, Smith and Taffler (2000) showed that both keywords and narrative themes in 
the „Chairman‟s Statement‟ are useful for discriminating between bankrupt and financially 
healthy firms. Also, Beynon et al. (2004) used narratives from annual reports‟ „Chairman‟s 
Reports‟ to classify companies as profitable or non-profitable. Clatworthy and Jones (2006) 
examined the narratives of the „Chairman‟s Statement‟ of 100 profitable and unprofitable 
companies and found that unprofitable companies focused more on the future rather than on 
past financial performance. 
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In Denmark, Mouritsen et al. (2001) concluded that intellectual capital statements (ICS) are 
forms of reporting an organisation‟s knowledge management activities using narratives, 
visualisations and numbers. They contend that the examined ICS are about the complex set of 
actions and activities put in place by managers, which could be captured by a combination of 
narratives, visualisations and numbers. Gray (2009) views environmental and social accounts 
as narratives of local events articulating the relationship of the organisation with its 
stakeholders and its immediate substantive environment.  
3.3.3 Narratives as a frame of reference - a theory 
On further scrutiny of the management and accounting literature, it was found that only a few 
studies have used narratives as theory to frame their research. For instance, Barry and Elmes 
(1997) examined strategy as a form of narrative based on the argument that „narrativity‟ 
emphasises the simultaneous presence of multiple, interlinked realities and therefore can 
capture the diversity and complexity present in strategic discourse. They used narrative 
theory to discuss „the challenges‟ faced by strategists in making strategic discourse credible 
and novel. Also, they contended that narrativity emphasised the simultaneous presence of 
multiple, interlinked realities, and captured the complexities present in strategic discourse 
examining how strategic narratives could change within the organisation of the future. 
Boudens (2005) conducted an analysis of 452 narratives drawn from previously published 
works to understand where and what is „emotion‟. Narratives were used to conceptualise the 
subject matter of the study in innovative ways. Her research argued that narratives are a 
common form of communication that offered a means of gathering information from all 
segments of the population regardless of age, social class or level of literacy. 
In a recent study, Dumay (2008b) examined the use of narrative in IC disclosure and the 
subsequent impact on the social structure of an organisation. According to Dumay (2008b), 
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the narratives helped in understanding an organisation‟s actions in relation to IC 
management, measurement and reporting and as a basis for explicating IC from the 
perspective of the organisation‟s actors who constructed the narrative. This study used 
narrative theory to frame its argument and found that the use of narrative provided a 
mechanism that caused management action and subsequent organisational change.   
Thus to summarise, the above prior literature has used narratives in two different ways – as a 
method (using narrative analysis or analysing narratives) or as a theory. It was found that 
narratives as theory has been used sparingly in the prior accounting literature. This thesis uses 
narratives as both a method that is used to analyse the data, and as theory, that guides the 
arguments of the study. The results are reported in chapter 4 and discussed in detail in chapter 
5. The next section 3.4 explains how narratives were constructed (narrative theory) and 
section 3.5 explains how analysis (narrative analysis) was conducted in this thesis.  
3.4 Narrative Theory 
The relationship between narrative storytelling and academic research has been ambiguous 
(Gabriel, 2000, p.3). The scientific approach has been favoured by many researchers, since it 
produces provable generalisations. While science requires narratives for its own legitimation, 
it denies narrative its legitimacy as a form of knowledge (Czarniawska, 2005, p.7). 
Nevertheless, by the end of the twentieth century, research in the social sciences turned its 
attention towards narratives (Gabriel, 2000) and in the accounting and management research 
there has been some interest (Llewellyn, 1999). It has been claimed that the narrative is the 
main mode of knowledge (Bruner, 1986; 1990) and communication (Fisher, 1984) each of 
which is discussed below.  
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3.4.1: Narrating as a mode of knowledge 
Bruner (1986) compared the narrative mode of knowing and logico-scientific mode of 
knowing and asserted that the narrative mode of knowing consists of organising experience 
with the help of a scheme assuming the intentionality of human action. In this thesis plots 
will be used as a basic means to bring specific events (found in the reports and collected in 
interviews) into a meaningful whole, in order to perform the role of a mode of knowledge 
(Polkinghorne, 1988). In chapter 4, plots are used to bring specific events into a whole. For 
instance, „the company automated its processes‟ and „employees were forced to resign‟ are 
two different events that required interpretation. Based on data collected, a narrative was 
constructed using a plot as follows: „As the company automated its processes, process 
employees were forced to resign‟. The difference between the two is the temporal ordering 
and thus suggests a connection between the two (Czarniawska, 2005, p.7). Moreover, there is 
some kind of causality but, unlike science, narratives leave open the nature of connection.  
Czarniawska (2005, p.7) argues that what is considered a vice in science – openness to 
competing interpretations – is a virtue in narrative. This openness means that it is possible to 
organise the same set of events around different plots. To continue with the example given in 
the previous paragraph, „Employees were forced to resign since the company decided to 
direct its financial resources to automate its processes‟, has the same chain of events, but a 
different meaning. Also, unlike the scientific mode of knowing where an explanation is 
achieved by recognising an event as an instance of general law, the narrative mode of 
knowing provides explanation by relating an event to a human project (Polkinghorne, 1988). 
While science demonstrates an explanation, narratives exhibit it. Unlike the scientific mode 
of knowing, which looks for universal truth conditions, the narrative mode looks for 
particular connections between events and these connections between the events is the 
meaning (Richardson, 1990). 
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3.4.2: Narratives as a mode of communication 
Narration is a popular mode of communication. Human beings communicate through stories 
(both written and oral) for various reasons – to teach, to learn, to entertain, to give 
interpretation and to ask for one (Czarniawska, 2005, p.10). Their communication should be 
viewed as historical as well as situational, as stories or accounts competing with each other 
stories or accounts. They are storytellers who experience and comprehend life as a series of 
ongoing narratives, and creatively read and evaluate the texts of life and literature, which 
Fisher (1987, p.18) calls „narrative paradigm‟. A narrative paradigm is based on „narrative 
rationality‟ which means that all forms of human communication (both written reports and 
interviews) need to be seen as stories and making decisions depends on judgments about 
„good reason‟ (Fisher, 1987, p. xiii). The test of narrative rationality is based on the 
coherence and fidelity of the stories that underpin the immediate decisions to be made. 
Narrative coherence asks if the story hangs together, while narrative fidelity states that if the 
story matches one‟s own belief, then it is considered acceptable.  
 Czarniawska (2005, p.11) regards Fisher‟s claim as both narrow and extensive and argues 
that narrative could be considered as the main form of social life, since it acts as an important 
device for making sense of social action. Hence, narratives either incorporate communication 
as a kind of action or make it repetitious or redundant. As a form of communication, 
readership and interpretation are important for narratives (Barry & Elmes, 1997). This thesis 
follows this trend as explained by Barry and Elmes (1997) by providing narratives that are 
thematic sequenced accounts linking parts to the whole and conveying meaning from the 
author to the reader.  
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3.4.3: Constructing the narratives 
Narratives enter organisational studies both as a mode of knowledge and as a mode of 
communication. It is claimed that narratives open valuable windows into the lives of an 
organisation, offering researchers a powerful instrument for conducting research (Gabriel, 
2000, p.2). When narratives or stories move to enter the culture of a social structure, such as 
an organisation, they can become disintegrated into what Boje (2005, p.332) calls a „living-
story‟. Here stories are fragmented and its pieces are collected together with those from other 
stories, which are transformed into patterns of knowledge, which help to make sense of the 
organisation (Yolles, 2007). Knowledge is constructed through transactions among 
researchers, participants, evidence and the social context (Coulter & Smith, 2009). Narrative 
theory is the study of narrative or story, written or otherwise. Narratives are dualistic in 
nature (i.e., they have a „what‟ and a „way‟). The „what‟ of narrative is the „story‟ and can be 
viewed in terms of narrative content that are comprised of the main elements, such as events, 
actors, time and location. The „way‟ is how the narrative is told; otherwise called „discourse‟ 
(Talib, 2004).   
This thesis focuses on narratives with simple, but resonant plots and characters, involving 
narrative skill, entailing risk, and aiming to entertain, persuade and win over. Organisational 
stories develop their character and plots from the personal experiences of individuals in the 
organisation. The thesis attempts to gain access to deeper organisational realities, closely 
linked to their members‟ experiences by collecting information from different individuals, by 
listening, reading and comparing different accounts, by investigating how narratives are 
constructed around specific events, and by examining which events generate stories, (Gabriel, 
2000, p.2). The central focus of the thesis is linking the parts to a whole, as Polkinghorne 
(1988, p. 36) explains: 
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“Narrative is a form of meaning making…Narrative recognizes the meaningfulness of 
individual experiences by noting how they function as parts in a whole. Its particular 
subject matter is human actions and events that affect human beings…Narrative 
expresses its work of configuration in linguistic productions, oral and written...The 
narrative scheme serves as a lens through which the apparently independent and 
disconnected elements of existence are seen as related parts of a whole.” 
 
Similar to the organisation discipline, the accounting discipline is also focused towards 
„practice‟, not with the purpose of dictating the order of things, but reflecting and 
understanding via research. Hence the art of writing and critical development becomes 
important in these disciplines. Researchers are involved in reading (listening) and writing 
(speaking). Czarniawska, (1998, p.11) states this as „linguistic practices‟. This thesis uses 
linguistic practices, to convert texts into actions and actions into texts. Narratives therefore 
provide us with evidence of how actions produce consequences and the type of consequence 
that a particular action has evoked (Llewellyn, 1999, p.223).    
Narratives in organisational studies are found in four different forms (Czarniawska, 1998, p. 
13-14).  
1. organisational research that is written in a story like fashion;  
2. organisational research that collects organisational stories; 
3. organisational research that conceptualises organisational life as story making and 
organisational theory as story reading; and  
4. a disciplinary reflection that takes the form of literary critique.  
This thesis uses the first two forms. Firstly, research is written in a story-like fashion. 
Secondly, using stories collected from the organisational members, reports and newsletters 
(i.e., tales of the field, collected from the field). Narrative accounts (coherent wholes) were 
constructed using parts supplied by organisational members and from those found in the 
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reports and newsletters including the relevant and excluding the irrelevant (Llewellyn, 1999, 
p.225). This helped to create unified stories. 
Constructing narratives (chapter 4), involved organising raw and fragmented material with 
the help of a plot and characters. The narrative to be constructed has three elements 
(Czarniawska, 2005, p.117):  
(1) The chronicle (what happened: the event);  
(2) The mimesis (how it appears; the forms of presentation); and  
(3) The emplotment (a structure that makes sense of the event; an arrangement).  
In the final element, this emplotment consists of three operations or three steps:  
(a) Constructing characters (involving a hero and an opponent that could be human or 
non-human);  
(b) Attributing functions to a single event or set of actions; and  
(c) Finding an interpretive theme. The elements are explained below. 
A „chronicle‟ presents causal connections and has a subject, a geographical location, social 
centre, and a beginning in time, but lacks a plot. It is an extended account of historical events 
presented in chronological order and without authorial interpretation, analysis or comment. 
Gabriel (2000) describes „chronicles‟ as „reports‟ that do not attempt to entertain, evaluate or 
interpret the events but tends to describe the events accurately. „Mimesis‟ describes the way 
events become connected and allows the listener to construct a virtual picture of the events 
(Czarniawska, 2005). Mimesis carries the message and is a means of selling a plot. The 
purpose of mimesis is to make the readers feel as if they were in the field by re-creating 
reality in the text.   
„Emplotment‟ means introducing a structure or a „plot‟ that allows making sense of the events 
reported. To become a fully fledged story, a narrative needs to be emplotted. A structure is 
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established by many different ways. The easiest way to emplot is by means of chronology or 
temporal connection (Czarniawska, 2005). To become a plotted story, the elements, or 
episodes, need to be related by transformation. Llewellyn (1999) points out that there are a 
number of archetypal plots that draw on human experiences and follow four configurations – 
romance, tragedy, comedy, and satire - as mentioned in sub-section 3.2.  
„Romance‟ is a form of narrative on a single character and his/her/its potentialities 
(Czarniawska, 2005, p. 21). It depicts a quest, a valiant tale, or a journey to a desired end and 
includes a heroic victory over adversity (Llewellyn, 1999, p. 225). In accounting research, the 
goal-oriented decision usefulness story is a romantic plot that seems to be popular since it 
portrays a successful progression to the objective. It involves triumph of heroes with a happy 
ending. „Tragedy‟ according to Czarniawska (2005) views humankind as subjected to a 
number of laws of fate, laid bare through the central crisis that constitutes the hub of the 
narration. In „tragedy‟ the hero is defeated by the forces of evil and banished from society 
(Lieblich et al., 1998). In accounting and management research, tragic plots are generally 
used as precursors to the main romantic plots (Llewellyn, 1999).   
„Comedy‟ represents humankind not as subject to laws of fate, but forming parts of higher 
unity, which despite setbacks and complications, works to resolve everything into harmony 
and a happy ending (Czarniawska, 2005, p.21). The goal of „comedy‟ is the restoration of 
social order, and the hero must have the requisite social skills to overcome the hazards that 
threaten that order (Lieblich et al., 1998). Llewellyn (1999, p.226) provides the example of 
„The evolution of Management Accounting‟ by Kaplan as a comic narrative that offers lessons 
for the future happy development of accounting techniques.  
„Satire‟ shows the absurdity of all that occurs and must reject the rational laws of fate in 
tragedy, the pursuit of common harmony in comedy and self-fulfilment in romance 
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(Czarniawska, 2005, p.21). Irony that depicts scepticism, contradiction, and paradox is the 
favoured rhetorical figure of satire, which is difficult for managers to use since it is 
ambiguous and not fit to promote organisational change (Llewellyn, 1999). However, 
Llewellyn (1999, p.226) points out to accounting research generally takes a post-modernism 
perspective, ironically describing how managers and organisations are inundated by chaos, 
ambiguity, and uncertainty. 
In summary, in this thesis different plots are used to make sense of the three different 
research projects contained in the three papers (Paper 1, Paper 2 and Paper 3). The plots 
form the structure for the three stories, which then are cast into a coherent piece of work that 
help to make sense of what was happening in the organisation – the processes, the barriers, 
and the struggle that managers face in mobilising NFPI. 
3.5 Narrative: As a Method for Analysis 
This section explains how narrative analysis is used as a method. In section 3.5.1, a 
distinction is made between „narrative analysis‟ and „analysis of narratives‟. Also this section 
provides details on the way in which the data collected was analysed and how the plots were 
constructed. Section 3.5.2 provides details on the manner in which narrative analysis was 
conducted. 
3.5.1: Introduction to the research method 
„Data analysis‟ is the process that requires an effort to methodically identify themes and to 
build ideas based on the data and to validate support for those themes and ideas (Tesch, 
1990). This is a complex process that some methodologists suggest should be undertaken in 
two separate phases: data organising and data interpretation. According to Tesch (1990, 
p.114) the process of data organising prepares for data interpretation and without organising 
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the data in some way, interpretation is practically impossible. Both operations together is 
referred to as „analysis‟. Also, Tesch (1990) point out that in qualitative research organising 
and interpreting data are inseparable and happens simultaneously.  
As a qualitative study, the analysis in this thesis and the three papers required data to be 
collected from an intensive exploration with the participants and written reports, the result of 
which would be languaged data (Polkinghorne, 2005). Languaged data are interrelated words 
combined into sentences and sentences combined into discourses. These interconnections 
make it difficult to transform the complex discourse data into numbers for analysis. 
Therefore, any findings from such complex data require analytical tools specifically designed 
for this purpose and hence „narrative analysis‟ is used.  
Polkinghorne (1995b, p.12) describes „narrative analysis‟ as the collection of description of 
actions, events and happenings and synthesising them by means of plot into stories. Narrative 
analysis is distinguished from „analysis of narratives‟ in which stories are gathered as data 
and paradigmatic analytic procedures are used to produce taxonomies and categories out of 
common elements across the database (Polkinghorne, 1995b, p.12). While „analysis of 
narratives‟ moves from stories to elements, „narrative analysis‟ moves from elements to 
stories.  
The purpose of narrative analysis is to produce stories as the outcome of the research. 
Narrative analysis studies rely on stories as a way of knowing, and stories emerge as data is 
collected and then are structured and rendered through an artistic and rigorous analytical 
process (Clandinin & Connelly, 2000; Freeman, 2007). Barone (2007, p.456) calls this a 
„narrative construction‟ because “recasting of data into a storied form is more accurately 
described as an act of textual arrangement”. In this thesis, „narrative analysis‟ is used to 
analyse the empirical data collected in my research within the financial institution (i.e., 
63 
 
narrative construction is performed). It should be noted that this thesis does not involve 
„analysis of narratives‟.  
For this thesis, „narrative analysis‟ began with the question based on the primary aim of the 
thesis as mentioned in chapter 1: How is NFPI mobilised by management in practice? In 
answering this question, a search was conducted for pieces of information from various 
sources such as interviews and different internal and external reports. This search of data led 
to exploring other questions (based on secondary aims as mentioned in chapter 1, section 1.2) 
such as: How are NFPI involved in mediating strategy? How do elements of NFPI (IC) 
influence other IC elements and financial capital? And how is one element of IC, namely 
workplace flexibility mobilised? These three questions were proposed and answered in the 
three empirical papers contained in my thesis.  
The data was collected about one organisation and included interviews of executives, 
employee newsletters, annual reports, external stakeholder reports and internal strategy 
documents. These are all traces of past events of the organisation that helped uncover the 
events leading up to understanding how management mobilise NFPI in practice. Interviews 
took place with 14 senior executives and 45 employees of the Back Office (BO) of the 
organisation. The documents gathered and analysed included both external and internal 
documents. External documents analysed includes annual reports and extended performance 
accounts for the period 2003-2007. Internal documents included the strategy documents
4
 of 
the BO for the period 2004-2006 and employee newsletters for the period 2003-2007. Table 4 
provides details of sources of data.  
                                               
 
4 Strategy documents are highly confidential documents that were available only to the senior executives of the 
BO. I was given access to only three years of these documents due to confidentiality reasons. Therefore, I had to 
conduct my analysis based on available documents.  
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Table 3: Sources of data used in the thesis 
Primary data Secondary data 
Interviews Documents: External 
BO executives 
(Senior managers) 
14 
managers 
2005-07 Annual Reports (AR)– 2003 - 2007 
BO employees 45 
employees 
2006 Social Impact Reports – 2003-2005   
Stakeholder Impact Reports - 2006 – 2007. 
(These documents are referred to as EPA) 
 Documents: Internal 
 BO Strategy Documents (SD) - 2004-2006 
 Employee Newsletters (ENL) – 2003-2007 
 
Explanations based on evidences from the past were organised into a unified story in which 
the links between the events were developed (Polkinghorne, 1988). Written texts were 
considered not just as a collection of words but a sequenced discourse and a network of 
narratives that could be read in a variety of ways (Krippendorff, 2004, p.63).    
The texts found in the written reports did not merely map, speak about or indicate the features 
of the organisation but, were considered to construct worlds for the people in the organisation 
to see, to enact and to live with (Krippendorff, 2004, p.63). These texts were sequential in 
nature and the narratives in each of the reports were not considered as individual silos, but 
were integrated with each other to form a coherent story. Therefore the contents were read 
and re-read, compared and matched with interviews that helped the researcher to form the 
plot and sew the fragments of information collected to transform into patterns of knowledge, 
and to make sense of the organisation.  
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Written texts are understood to be created within, and against, particular traditions and 
audiences (Riessman, 1993). Texts always stand on moving ground and there is no master 
narrative (Clifford & Marcus, 1986). Nevertheless, written reports that represent the 
organisation‟s practices were considered as the voice of the organisation as a whole. 
Therefore, evidences from the various organisational documents together with interviews are 
provided as findings and for discussion in the three empirical papers. The analysis and 
discussion sections (chapters 4 and 5) of this thesis do not contain evidences (in the form of 
quotes), but consist of plotted stories that were configured by the researcher from the data 
collected and the three papers.  
3.5.2: Conducting the interviews and the narrative analysis 
To perform „narrative analysis‟, it was necessary to select a bounded system for study where 
it was required to have “some conception of the unity of totality of a system with some kind 
of outlined boundaries” (Stake, 1988, p.255). Therefore the back-office (BO) of one financial 
institution (NSW Bank) was chosen for this study and it was decided to analyse internal and 
external reports for five years from (2003-2007) and semi-structured interviews were 
conducted with 14 executives and 45 employees of the BO in the years 2005-2007. Each 
interview took approximately one to one-and-a-half hours. All interviews were tape recorded 
after obtaining the prior consent of the interviewees and were later transcribed.  
The interviews started with a brief introduction for the purpose of the study and data required. 
The interviewees were assured of confidentiality and anonymity was ensured. The questions 
to executives were open-ended and revolved around the strategy of the Bank, the effect of 
strategy in the working of the BO; strategically important resources of the BO; challenges 
faced by the BO in implementing strategy; performance indicators; and their individual role 
in development of important resources. The employees were asked to narrate stories on their 
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work life experiences within the Bank; how performance measures helped and/or hindered 
their performance; and how work gets done normally at the Bank. No leading questions were 
asked and the interviews were informal, building a rapport with the respondent. However, 
probing questions were asked during the process to access more information. 
The BO was chosen for the study because the senior management of this division wanted to 
examine their NFPI resources, in particular IC, to understand if these could be measured, 
managed and reported to demonstrate the BO‟s value to the senior management of the Bank. 
Therefore, the BO developed Extended Performance Accounts (EPA), which highlighted 
NFPI using various measures to demonstrate the value it provided to the rest of the 
organisation and the senior management of NSW Bank. This was used by the Bank as a pilot 
study and later it adopted the structure of the EPA to report on its NFPI to external parties. 
Thus the importance placed on the development of NFPI by BO made it a useful research 
site. Covering data for a period of five years in one organisation revealed the uniqueness of 
this case and provided an understanding of its „idiosyncrasy‟ and „complexity‟ (Polkinghorne, 
1995b, p.16).  
Mishler (1986) affirms that using narrative analysis, data can be analysed in systematic ways 
to generate meaningful and promising findings, despite the fact that it is in its early stages of 
development. Based on Mishler (1986), the investigation followed a path of narrative analysis 
that did not rely on standard methods. This point is also stressed by Peräkylä (2005); that 
qualitative researchers who use written texts or narrative interviews, as their material should 
not try to follow any predefined protocol in executing their analysis.  
For them, it is necessary that the researcher pays close attention to what the interviewer (who 
is also the researcher in this study) and the respondents (interviewees) say to each other and 
how they say it. Therefore, the researcher carefully listened to the respondents when the 
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interviews were conducted. Also the researcher read and reread the interview transcripts 
together with the gathered documents to ascertain their key themes and draw a picture of a 
fuller account of the connections between events and experiences (Peräkylä, 2005, p.870). 
Also, the interviews were treated as sessions of „interrogation‟ in which the researcher was 
inquiring for „facts and information‟ and not collecting „views and opinions‟ of both 
managers and employees (Czarniawska, 2005, p.47). Being both the interviewer and the 
researcher, the „narrative researcher‟ did not have the privilege of distancing herself from the 
data. Finding the „right distance‟ involved conscious work, but nevertheless, a degree of 
closeness to the data assisted the researcher to interpret what was happening within the 
organisation (Boyle, 1994, p.166).  
As a qualitative research study, this thesis involved collection of evidence from a large 
number of documents and interview transcripts that presented a number of challenges. The 
huge amount of data was required to be managed and tracked, and the data had to be indexed, 
searched and coded methodically. Therefore, the data was organised and analysis started right 
from the inception of the project. The analysis evolved as the project progressed, which 
necessitated changes. Data collected from the documents and the interviews were organised 
with the help of NVivo software. NVivo software helped in accessing, managing, shaping, 
classifying, sorting and arranging data. Data was coded based on themes and plots and 
sometimes auto-coding was performed to have immediate access to review whether a 
question was working (Richards, 2002). NVivo tools helped in finding relationships, 
explanations and clarifications. The use of NVivo software for data management and analysis 
made the process visible and enhanced transparency which improved the quality of evidence 
(Crowley et al., 2002). Nevertheless, it is recognised that the software alone cannot improve 
the quality of the research work and was merely used as a tool for analysis. As Gibbs (2002) 
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pointed out, analysis was carefully done by the researcher, who was in control of the process 
of analysis.  
The three empirical papers (Paper 1, Paper2 and Paper 3) provide rich evidence to support 
the further stories constructed by the researcher. The evidence provided in each paper is 
composed of excerpts from the empirics: interviews and the organisation‟s reports which 
were analysed by the researcher to produce a narrative description of the investigation and the 
argument that answered the three secondary aims of this thesis, as outlined in chapter 1.  
Therefore, in this thesis „narrative analysis‟ was used to offer an account that transcends the 
individual voices of the participants (Llewellyn, 1999). The procedure adopted was to 
organise the data elements into a coherent developmental whole by synthesising data rather 
than separation of it into its constituent parts. Events and actions that were related to one 
another were gathered from the reports and interviews and were seen as contributing factors 
to the advancement of a plot. Commonalities were observed in the way evidence was 
generated – through interviews, and searches in documents – by the researcher immersing 
herself over a long term
5
 in those social worlds (Coulter & Smith, 2009). The result of this 
analysis is an explanation that is retrospective, linking the past events together to account for 
how a final outcome (i.e., mobilising NFPI in practice) might have come about.  
An understanding of the „narrative structure‟ was necessary to proceed with narrative 
analysis. As explained earlier, narratives have a beginning, middle, an end and a logic. The 
three papers highlighted events specified in the documents and interviews that were not just 
temporal; it was found that they had a causal sequence where one event lead to the next. As 
                                               
 
5 The researcher spent a period of six months (2006-07) at the BO of the financial institution. This helped in 
observing the regular functioning of the BO.  
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the documents and interviews were examined and as the papers were written, it was found 
that a plot for each of them was being formed. Since a plot was emerging, they (the three 
papers) were treated as plays and configured on a fourfold classification based on dramatic 
themes (Gibbs, 2002; Llewellyn, 1999) - romance, comedy, tragedy and satire (see section 
3.4.3).  
Thus the „plots‟ emerging from narratives helped in organisational level analysis (macro) that 
had a structure of which the individual participating executives (managers) and employees 
were themselves not aware.  The quotations from interviews and the documents given in the 
three papers are used to explain the analysis of the individual papers. As explained in section 
3.5.1, evidence in the form of quotations are not provided in the body of this thesis, since the 
organisation‟s management (micro) did not see their activities as tragic, comic, romantic or 
satiric. These plots are the interpretations of the researcher and not that of the participants. 
Sköldberg (1994) argues that such interpretations from narratives could be equated with, if 
not superior to, statistical studies where participants are unaware of the categories of models 
that emerge from the analysis. Therefore similar to statistical studies, the inferences from this 
study could be generalised to a wider population. 
The plot that the researcher discovered for each story displayed the connection among the 
three papers as parts of unfolding developments within the organisation. Also, based on these 
plots, the required information was carefully chosen from the data collected to be included 
into the final storied account. Next, „narrative smoothing‟ was done by removing those 
elements that contradicted the plot or were not important to the development of the plot 
(Spence, 1986). While performing narrative smoothing, care was taken not to impose a 
predetermined order on the emplotted data and to ensure that the final story fitted the data, 
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while at the same time brought an order and meaningfulness that was not apparent in each of 
the individual papers in isolation.   
3.6: Superiority of Narrative Method 
This section presents the merits of using narrative analysis in my thesis and in doing so 
justifies its suitability for the empirical analysis to be highlighted in chapters 4 and 5 and the 
individual papers.     
Using narrative forms of reporting will enrich organisational studies, complementing, 
illustrating and scrutinising logico-scientific forms of reporting (Czarniawska, 1998). 
Organisational narratives are inscriptions of past performances, experiences of the present 
and anticipation of future performances (Llewellyn, 1999). Boland (1989) noted that the 
process of story-telling is a never-ending construction of meaning in an organisation.  
Several researchers have recognised the power of narratives as a mechanism for 
organisational knowledge transfer and cultural change (e.g. Davenport & Pursak, 1998; 
Thomas, 1999). Studying narratives within an organisation opens a window to an 
organisation‟s culture and practices (Wilkins, 1984). Wilkins adds that narratives are like 
„social maps‟ that help people in an organisation know how things are done in a particular 
group and these maps helps people in understanding the thinking and acting pattern existing 
in the organisation. Organisational stories capture organisational life in a way that no 
compilation of facts ever can; this is because they are carriers of life itself, not just „reports‟ 
on it (Czarniawska, 1997, p.21).  
In this thesis, narratives provided an understanding of the working of the organisation. 
Narrative analysis related events and actions to one another by configuring them as 
contributors to the advancement of a plot (Polkinghorne, 1995b). The result of narrative 
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analysis is an explanation that is retrospective, linking past events together to understand how 
the final outcome has occurred. The recasting of rich detailed information (that was collected 
from interviews, the internal and external reports) into stories helped in looking at the three 
individual projects as contributors to the advancement of a plot to understand how managers 
mobilised NFPI in the organisation. Thus the story that emerged from the narratives gave an 
understanding of the way the elements of NFPI, including IC, worked and how strategy was 
framed using the NFPI reports.  
Unlike conventional studies that normally work towards discovering and verifying a state, my 
thesis used narrative analysis to portray organisational experience, to question common 
understandings and to offer „a degree of interpretive space‟ (Barone, 2001, p.150). Also by 
using narrative analysis my study allows readers to make sense of the study in their own ways 
and it is expected to have multiple interpretations from multiple readers. It is thus superior to 
logico-scientific studies that rely on logic or evidence that tends to limit the readers‟ range of 
interpretations (Coulter & Smith, 2009, p.578).  
The question of truth or falsity of the stories told does not arise, since the stories reveal the 
subjective experience of the participants in interviews and the different reports as they 
interpret the events and conditions of their everyday lives (Miller, 2005).  The task of 
narrative research is not to describe the world as it is, as one world does not exist according 
to postmodern paradigm (Coulter & Smith, 2009, p.578). Therefore, the (narrative) researcher 
redescribed events retrospectively through the lens of participants using their interpretations 
(Freeman, 2007). The stories given do not establish the truth of events nor do they reflect the 
truth of the experience. The stories are reflections on – and not of – the organisational world 
as is known (Riessman, 2008, p.188). 
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According to Polkinghorne (1995a, p.20) a storied narrative form is not an imposition on data 
of an alien type but tightening and ordering of experience by explicating an intrinsically 
meaningful form. Thus it was possible to use stories to tighten and order the three papers into 
a meaningful form, which is presented in chapter 4 (sub-sections 4.4.1, 4.4.2 and 4.4.3). The 
purpose of this thesis is not to reproduce observations (in the three empirical papers), but to 
provide a dynamic framework in which a range of disconnected elements (such as strategy 
and NFPI, relationship between IC and financial capital and workplace flexibility and 
relational capital) were made to cohere in an explanatory way (du Preez, 1991). Use of 
narratives as a „theory‟ and „method‟ fulfilled this purpose and provided an understanding of 
how the NFPI are mobilised by managers in the organisation. 
3.7: Summary 
In summary, this chapter provides the meaning of „narratives‟ and examined past literature in 
management and accounting that has used narratives. While narratives are often used in the 
accounting literature had used narratives as a method of inquiry, few studies use narratives as 
a theory to frame their research process. This study fills this gap by using narratives both as a 
theory and a method. This is explained in the chapter and analysis undertaken is outlined. The 
final section demonstrates the suitability of using narratives in this thesis. The next chapter, 
provides narratives of the three papers and chapter 5 links the three papers by discussing the 
narratives. 
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Chapter 4: Narratives on the Managerial Mobilisation of NFPI 
4.1: Introduction 
The purpose of this chapter is to provide a thematic sequenced account, linking the parts 
collected from the interviews and the documents gathered, which convey meaning from the 
author to the reader on how NFPI are mobilised by managers. Here the fragmented pieces of 
the stories are collected together and transformed into patterns of knowledge, which help to 
make sense of how managers mobilised NFPI. This chapter links independent and 
disconnected parts of the data to a whole and thus provides a meaningful story, opening 
windows into the lives of the organisation.  
The next section of this chapter presents the research site and describes the setting by 
providing details of its position in the financial institution, its management, its functions and 
an explanation as to why the senior managers in the research site decided to examine their 
knowledge- resources. Section 4.3 sets the stage for the stories by providing detailed 
information on the events that occurred in the research site when the Bank introduced a new 
customer charter. Section 4.4 discusses the three empirical papers contained in the thesis in 
the form of narratives. This section has three sub-sections that provide three different 
narratives on the managerial mobilisation of aspects of NFPI in practice. It should be noted 
that the section does not include a detailed reworking of the three individual papers, nor does 
it provide evidence (in the form of quotes from interviews and documents) to backup its 
claims. Rather it constructs stories of events (with a beginning, middle and an end) that 
happened in the organisation before and during the study period. Thus three coherent stories 
are constructed, which lead to an understanding of the manner in which some aspects of NFPI 
are mobilised by managers. Section 4.5 provides the summary.  
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4.2: The Site 
This section introduces the research site. It provides the preamble for the stories by giving 
several details about the site. These details help to provide a basic understanding of the 
setting in which this research was conducted.  
The financial institution NSW Bank (pseudonym) is one of the four leading banks in 
Australia, employing tens of thousands of people. NSW Bank has branches throughout the 
Pacific region and maintains offices in key financial centres around the world. The Bank has 
global assets of approximately three hundred billion dollars and is ranked in the top 10 listed 
Australian companies by market capitalisation and has several million customers. The Bank‟s 
operations are comprised of five key business areas namely: Retail & Business Banking 
(RBB); Financial Group (FG); Institutional Banking (IB); NZ Retail Bank (NZR); and 
Australasia Banking (AB).  
The research site is one division of the Bank, the back office (BO) known as Core Business 
Support, which is the service provider within the group providing a support function to the 
other business units of the Bank. The BO consists of thousands of employees, which 
constitute approximately about 15% of the Bank‟s staff. This division accounts for close to 
half of the Bank‟s expense base. The BO operates the information technology division; 
supports and develops the software systems; provides infrastructure support for cash 
management, loan applications, fraud and anti-money laundering and security; and performs 
records management. The BO also develops, implements, and manages major projects and 
controls the outsourced services by liaising with outsourcing partners on behalf of the Bank. 
According to the BO strategy document, the function of the BO is to focus on driving 
enterprise-focused capability development. It exists to enable, drive and functionalise the 
accomplishment of NSW bank‟s vision and mission. The BO plays a pivotal role in 
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developing the critical capabilities of the Bank through strategic project execution and day-
to-day delivery of core process outcomes. Table 4 gives a snapshot of the performance of the 
Bank during the study period (2003-2007) and the role played by the BO. 
Table 4: Snapshot of the Financial Institution 
 2003 2004 2005 2006 2007 
Total 
Revenues (in 
millions) 
$2200 $2600 $2700 $3100 $3400 
Assets (in 
millions) 
$226,000 $245,000 $260,000 $300,000 $370,000 
Total 
Operating 
Expenses (in 
millions) 
$3900 $4000 $4200 $3900 $3600 
No. of 
Employees  
26,800 27,000 27,100 27,200 28,000 
Branches 1070 1060 1050 1070 1090 
No. of 
customers 
8 million 8.2 million 8.3 million 7 million 7.1 million 
Core Business 
Support – 
Back Office 
     
Expenses (in 
millions) 
$1600 $1700 $1700 $1500 $1400 
BO expense as 
a % of total 
expenses 
44% 42% 41% 39% 38% 
No. of 
Employees 
4500 4200 3700 3400 3300 
*Please note that the numbers are rounded up to protect anonymity of the organisation as per confidentiality 
agreement. Also, please note that BO expenses as a % of total expenses may be incorrect due to approximations. 
Total revenues and assets of the Bank have been increasing during the study period, but there 
has been a decrease in total expenses in the last two years. While there has been an increase 
in the total number of employees of the Bank, at the BO the number of employees has been 
76 
 
declining from 4500 in 2003 to 3300 in 2007. Also, the total expense of the BO has been 
declining (both in dollar terms and as a percentage of total expenses of the Bank). There has 
also been a decline in the number for customers from 8 million in 2003 to 7.1 million in 
2007. 
 As highlighted in Figure 1 below, the Group Executive of the BO controls the operations of 
the BO and directly reports to the CEO of the Bank. The BO has many sub-divisions such as 
risk management, group property, portfolio management, operations, human resources, 
outsourcing, strategy, and research and innovation. The operation of each sub-division is 
controlled by the head of the division who reports to the Group Executive. These divisions 
are collectively responsible for supporting the functions of the Bank and strive towards 
achievement of NSW Bank‟s vision and mission. Though the BO is a support division, the 
senior (executive) management team participates in all strategic meetings of the Bank and 
provides input into strategic decision making. They are responsible for the execution the 
bank‟s strategic objectives and also in helping with the regular functions of the business units 
(i.e., production departments). Fourteen of these executives (head of the divisions) were 
interviewed. The following organisational chart shows the position of the BO in NSW Bank.   
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The main aim of the BO is to support the other business units of the Bank and ensure that 
they are able to perform their functions. Thus the BO provides backbone support for the Bank 
by functioning behind the scenes. They have less direct contact with customers and do not 
sell any of the Bank‟s products, which means that they do not have any opportunity to 
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generate income for the Bank. Therefore, the existing accounting systems allocated the cost 
of BO to the business units and hence the BO was considered as a cost centre.  
Since the BO was not seen as an income generating profit centre by the business units and the 
Bank management in general, and since any operation runs in a resource constrained 
environment, the BO had the objective of reducing cost. From the year 2002, the BO had 
been keeping their cost flat by improving the efficiency of their processes, which helped in 
justifying their financial value. When the BO (that accounted for almost half the share of the 
Bank‟s total operating costs) was able to maintain their costs and when the other business 
units increased their income, the Bank was able to show an increase in their total financial 
performance.  
At the time when the interviews were conducted (i.e., in the years 2005-2007), the BO had 
kept their costs flat (see Table 4) for three consecutive years, but the BO management saw 
this achievement of cost control arduous. The cost control regime was deemed too harsh and 
not fitting with the development of the organisational knowledge resources of the BO that 
were required for normal functioning and also to innovate for the long-term.  The emphasis 
on cost reduction that had been so successful in the past was almost exhausted because the 
BO had made their processes as efficient as possible to reduce costs.  
Therefore the senior managers of the BO started to examine whether or not they could 
continue to achieve cost reduction without depleting knowledge resources that were required 
for long-term sustainability. This led the BO managers to look for measures that were 
significantly different and innovative, which would help them to identify the knowledge 
resources that could prove their „value‟ to the rest of the organisation in the long run. In this 
case, value could be defined in two ways. First, in financial terms, value relates to the 
generation of income and reduction of cost. This is value generated in the short-term, at 
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which the BO was already successful. Second, in non-financial terms, value relates to the 
services provided by the BO to other business units and the Bank‟s customers. This is value 
generated in the long-term, the value that the BO was finding difficult to visualise and 
understand. 
In 2005, the BO senior managers found that their existing measurement systems were focused 
on financial information like cost reduction, increasing sales and services, providing cost-
effective services, leveraging capabilities of infrastructure and outsource partners, investment 
required for enhancing technology and the returns expected from such investments. Also the 
key performance indicators used to measure performance were built around financial 
measures. This meant that in spite of providing world class operating services, the 
achievements of the BO were not noticed by either the senior bank management or the other 
business units. The BO came into the limelight only if there were changes to its cost 
structure. If its costs increased it was seen as „underachieving‟ and when their costs were 
contained it was seen as „performing normally‟. Also, there was a dominant focus on 
operational efficiency and costs. However, the BO had few measures relating to non-financial 
knowledge resources, and these were not sufficient to establish their strategic importance, nor 
did these measures demonstrate the value creation efforts of the BO. Thus management found 
that due attention was not given to non-financial resources in communicating the BO‟s value. 
Therefore, after finding these gaps in the existing measurement systems, the BO released a 
new measurement framework that it referred to as the „fourth account‟ in 2006. 
In order to promote its image as a „value base‟ and not just a „cost base‟, in 2005 the BO 
management started examining its non-financial resources, in particular IC. The BO 
developed and tested its fourth account called „Extended Performance Accounts (EPA)‟, 
using various NFPI to demonstrate the value it provided to the other business units. The EPA 
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was used to identify gaps in the existing management, measurement and reporting of IC and 
extended performance. The EPA captured NFPI on relational, structural, human, social and 
environmental capital and provided a snapshot of „leading performance indicators‟ that 
represented the BO‟s value. The EPA was used together with the financial measures of the 
BO in order to provide a wider picture of the BO‟s performance. The Bank used the BO‟s 
EPA as a pilot to test the preparation of EPA
6
 for the whole organisation and the Bank 
management later adopted a similar structure for reporting on its NFPI to external parties. 
Thus the BO‟s initiative to demonstrate its „value‟ led to the development of a new external 
accountability document and internally a new form of accounting. 
4.3: The Scenario 
The Bank‟s vision, mission, values, strategy and key objectives were communicated to 
stakeholders by way of the „NSW Bank DNA‟ strategy model contained in its annual reports.  
According to its annual reports, the Bank had a „vision‟ to be a great Australasian company 
as judged by customers, staff, shareholders and the broader community and helping people 
achieve their financial aspirations. Its strategy was „customer focus‟ and its „mission‟ was to 
be number one for customer service in the banking industry. The annual reports also specified 
that the business strategy of the Bank was centered on superior execution through outstanding 
leadership, committed people, quality processes and embedded values. The Bank trusted that 
                                               
 
6 It is noted that the EPA prepared and developed by the BO is not examined since this document was prepared 
only for one year by a research team of which the researcher was a part. The EPAs referred to in this thesis and 
the papers contained in this thesis are external documents published by the Bank and are publicly available. In 
the first three years of the study period (i.e., 2003-2005), they were called „social impact report‟ and in the later 
years (i.e., 2006 onwards) they were called „stakeholder impact reports‟. These stakeholder impact reports took 
the structure of the EPA and hence are generally referred to as EPA in this thesis.  
81 
 
it could deliver value across its business through the „service-profit chain model‟7 that could 
be established through the relationship between internal practices and employee commitment, 
customer satisfaction and loyalty, profitability and value creation. These can be represented 
by the three categories (human, structural and relational capital) of IC. 
Based on its „service-profit chain model‟, NSW Bank senior managers trusted that there was 
a direct link between superior customer service and sustainable profit growth. Therefore, in 
order to achieve superior service the Bank intended to develop a „high performance 
organisational culture‟ built around quality people, effective management processes and 
strong values (NSW Bank AR, 2003; 2004; 2005).  
In 2002, based on its „customer-focus‟ strategy the Bank launched a „one point contact‟ 
customer charter to arouse a generational change within the Bank and decided to start 
focusing on the customer rather than products, it had done previously. In 2004, this customer 
charter was updated to reflect the „voice of the customer‟, unlike the previous charter created 
from an internal operational perspective.  
The senior managers believed that this new charter could reflect the expectations of the 
customers. „One point contact‟ was a commitment from NSW Bank to its customers that it 
would provide an appropriate answer (solution) within an appropriate time without passing 
the customers around. Also, NSW Bank committed to consistently monitor its progress using 
a customer experience tracker survey and publish an external progress report on a regular 
                                               
 
7 The „service-profit chain model‟ establishes relationships between profitability, customer loyalty, and 
employee satisfaction, loyalty, and productivity. The links in the chain (which should be regarded as 
propositions) are as follows: Profit and growth are stimulated primarily by customer loyalty. Loyalty is a direct 
result of customer satisfaction. Satisfaction is largely influenced by the value of services provided to customers. 
Value is created by satisfied, loyal, and productive employees. Employee satisfaction, in turn, results primarily 
from high-quality support services and policies that enable employees to deliver results to customers (Heskett et. 
al., 1994). 
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basis (its first report was published in 2006 as a separate document along with its annual 
report). Thus, the Bank believed that it could create long-term shareholder value by 
committing to provide superior services to its customers (NSW Bank EPA, 2006; NSW Bank 
AR, 2006).  
This had an effect on the way business was conducted at NSW Bank that led to two important 
changes. First, it was decided to provide training to the Bank‟s employees to be able to 
deliver the „one point contact‟ commitment. The idea was to invest in training employees 
along the value chain to be customer-focused and develop their customer contact skills so that 
they could effectively serve customers at the first point of contact. Second, it was decided to 
automate the Bank‟s systems so as to enable employees to have immediate access to 
information about the customer in order to deliver the „one point contact‟ commitment. Also, 
the Bank automated those ICT systems that could make more processes self-service for 
customers at all times, with an assumption that this would help improve the customer 
experience and increase customer loyalty to the Bank.  
In order to aid and monitor its new customer focus strategy, the Bank proposed to organise its 
performance measures around the „service-profit chain‟. This meant that management had to 
create, account and focus on non-financial information, such as employee satisfaction, 
customer satisfaction, and customer loyalty, together with a concern for financial 
performance measures. This was present in the Bank‟s external reports called Extended 
Performance Accounts (EPA), its internal reports called Strategy Documents (SD), its 
internal employee newsletters (ENL) and also in the conversations between employees within 
the BO.   
At the time the interviews were conducted and the researcher was embedded in the BO of the 
NSW Bank (2005- 07), the BO was at a transitional stage in the customer oriented strategy. 
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The strategy documents highlighted that the focus of the BO was being shifted from 
efficiency and cost cutting to concentrating on „enterprise-focused‟ capability development 
and improving customer experience through customer focused service propositions. The BO, 
being the core service provider for other business units, was responsible for making 
investments in automating the Bank‟s services and training the Bank‟s employees.  
Interviews with senior executives revealed that this was also the time (2005-06) when the BO 
had been maintaining its costs for several years (see Table 4) and was struggling with its 
image as a „cost centre‟. Also, the senior managers of the BO found that they faced several 
challenges in their attempt to deliver the new customer oriented strategic objectives of the 
organisation. First, as the BO was seen as a cost centre, it was seen as a „value dilutor‟ and 
not a „value creator‟ within the Bank. Second, they could not find the right mix of automation 
and human intervention that would enhance customer experience. Third, they had difficulty 
in shifting from product to a customer focus culture. Fourth, the BO had problems in 
transitioning its employees from process to knowledge workers. Fifth, it was not able to 
attract, engage with and retain a qualified knowledge workforce. Finally, the BO was finding 
it difficult to transform the existing product-oriented legacy infrastructure to a customer 
focused infrastructure. 
Furthermore, the BO management found its cost cutting programs prudent since they had 
demonstrated long and steady periods of incremental change in line with the organisational 
objectives. So there was a tendency at the BO to stick with what was safe and predictable and 
still use cost reduction measures rather than experiment with other forms of transformational 
changes to prove their value. Thus on the one hand, the BO management was attempting to 
move away from being a cost centre and at the same time was clinging on to cost cutting 
financial measures. Whilst on the other hand, the new „customer focus‟ strategy of the 
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organisation meant that the BO had the responsibility of spending large amounts of financial 
resources in automating processes and training employees.   
Besides the significant financial investments required, automation had its own challenges! 
The Bank had the legacy of product focused infrastructure that was disrupting the 
actualisation of customer oriented business operations. Moreover, in order to change to the 
customer focus strategy, the Bank required continuous investment in automating technology. 
From the interviews with the Bank‟s executives, it was found that the process of automation 
was carried out with two aims: (1) cost efficiency; and (2) customer satisfaction. These aims 
were pulling the BO in two different directions. For instance, when the BO managers had to 
decide and prioritise what to automate, based on the principles of the customer focused 
strategy, they preferred to automate processes that delivered greatest results with customer 
satisfaction. This could not be materialised since it involved significant financial investment. 
Instead, they were pressurised to automate processes that were focused on particular products 
because of cost pressures. Thus while customer orientation was an expansive agenda, cost 
efficiency forced the BO to cling to the economising agenda. 
Therefore, the shift in the strategy on „paper‟ resulted in disorientations within the BO, in part 
due to the contradicting nature of the aims and fueled by the prolonged time taken for the 
execution of the strategy. Table 5 provides a linear representation of the events in the order in 
which they occurred. What follows is the narrative on the happenings within the Bank‟s BO 
when the newly developed „customer focus‟ strategy collided with the existing systems, and 
when the BO management started using NFPI to help identify the knowledge resources that 
could prove the BO‟s intangible value to the other business units. 
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Table 5: Timeline of events in NSW Bank 
2002 • „One point contact‟ launched 
• BO keep cost flat 
• Decrease in employee numbers (see Table 4) 
2003 • BO keep cost flat 
• Confusion about „one-point contact‟ 
• Decrease in employee numbers (see Table 4) 
2004 • „One point contact‟ updated 
• BO has been keeping cost flat for three consecutive years. 
• BO started investing in automation and training employees to provide 
„one-point contact‟. 
• Publicity of „workplace flexibility‟ in ENL 
• Decrease in employee numbers (see Table 4) 
2005 • Interviews with senior managers commenced  
• BO tired of keeping costs flat and struggling with its image as 'cost 
centre' 
• Transition to „customer-oriented strategy‟ 
• Rising awareness of the importance of NFPI 
• Extensive publicity of „workplace flexibility‟, especially community 
volunteering in ENL – helped in improving employee loyalty 
• BO continued investing in automation and training employees  
• Restructures commenced (reduction in headcount. see Table 4) to 
conserve cost 
• Outsourcing of BO functions suggested 
• Loss of trust in „service-profit chain model‟ 
2006 • Interviews with senior managers continue and interviews with employees 
• First external progress report issued on 'one point contact' 
• 'Extended performance account' for BO produced  
• Shift to enterprise-focused capability development 
• Investment in automation and training continued 
• Decrease in employee numbers (see Table 4) 
• Extensive publicity of workplace flexibility, especially community 
volunteering in ENL – led to improved employee loyalty, retention of 
employees, customer and community loyalty 
• Difficulty in transition from process to knowledge worker, difficulty in 
shifting from product to customer orientation 
• Restructures continued and outsourcing of BO functions 
• Loss of trust in „service-profit chain model‟ 
2007 • Decrease in employee numbers (see Table 4) 
• Extensive publicity of „workplace flexibility‟, especially community 
volunteering in ENL - improved employee loyalty, retention of 
employees, customer and community loyalty 
• Disorientation within the BO due to contradicting aims: cost cutting and 
investment in automation and training 
• Prolonged time taken for execution of „customer-oriented strategy‟ led to 
confusion in BO 
• Restructures and outsourcing continues resulting in low employee morale 
• Loss of trust in „service-profit chain‟ model 
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• Interviews with senior managers end 
 
When NSW Bank‟s BO senior managers started using the NFPI measures they found several 
surprises. For instance, the „service-profit chain‟ and „customer orientation‟ were translated 
differently in different spaces (e.g., different documents). Since non-financial information is 
concerned with knowledge resources, the BO managers found it difficult to identify, account, 
examine and analyse these. Also, the BO managers found that they had to make investments 
in non-financial resources, unsure if such investments would lead to future value creation 
(Paper 1). Creating value from non-financial resources appeared to be driven by multiple and 
varied interactions between different resources. Though both external and internal documents 
tend to disentangle the non-financial resources such as IC elements, in practice each IC 
element could not individually be put to work; they worked in a network with each other. 
Changes in one element led to unexpected and surprising changes in another and the elements 
were also affected by financial resources (Paper 2). Sometimes when the management tried 
to mobilise one element (human capital), they found that this had an impact on other 
elements. When the organisation promoted „workplace flexibility‟ among employees, it 
resulted in a favourable change not only in the culture of the organisation, but also with the 
community and customers (Paper 3).  
The three papers within this thesis are analytical, presenting several of the managerial 
concerns of the BO. As mentioned in section 3.5.1, data for the papers contained in this thesis 
was collected from various documents such as Annual Reports, Stakeholder Impact Reports 
(also called Extended Performance Accounts), Strategy Documents, and Employee 
Newsletters, and interviews with BO management (see Table 3) and hence represents only 
the management‟s views and dilemmas.  
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The next subsection of the thesis will briefly summarise the findings of the three empirical 
papers in a narrative (story) form that will enable an understanding of the complexities faced 
by the BO senior managers by discovering the hidden plots and the structure underlying the 
complexities. As specified in Chapter 3, the papers are arranged in an order, based on 
successively added observations from the documents and interviews that led to the 
progressive emergence of the plots. These plots are the interpretations of the researcher and 
not those of the respondents.   
4.4: The Stories 
This section of the chapter is divided into three sub-sections each of which recapitulates each 
paper in a narrative form. Sub-section 4.4.1 presents Paper 1 as a „tragic‟ story by 
demonstrating how NFPI was translated differently in the documents and conversations 
within the BO, when the new „customer focus‟ strategy was introduced. Sub-section 4.4.2 
presents Paper 2 as a „satiric‟ narrative and shows how management is confronted by the 
multiple and varied network of IC elements that is also affected by financial resources and 
budgeting process. Sub-section 4.4.3 presents Paper 3 as a „romantic‟ story, exhibiting how 
management was able to successfully mobilise different non-financial resources by using the 
concept of „workplace flexibility‟. 
The story of the BO of NSW Bank is a successful quest in three stages. The first is the stage 
of the perilous journey (e.g., achieving customer focus to improve financial performance). 
The second is the stage of minor adventures (e.g., incomplete automation, untimely 
restructures, cost restrictions). The third stage is a crucial struggle towards success (e.g., 
using „workplace flexibility discourse in ENL to influence employee morale, community 
support and customer loyalty) (see figure below). The journey is successful because the BO 
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did not require significant financial resources to provide a „workplace flexibility‟ discourse in 
the ENL 
.
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Figure 1: The Three Narratives 
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4.4.1 Paper 1: A tragic narrative on EPA, SD and BO 
The emphasis on „one-point contact‟ customer focus and the resultant „service-profit chain‟ 
was reflected in the internal documents (SD), external documents (EPA), and the 
conversations between the BO managers of the Bank. The SD and EPA were different in their 
articulation, but did not differ in producing underlying propositions around the „service-profit 
chain‟. The qualities of the „service-profit chain‟ (e.g., causality, identity and influence) were 
present in all three spaces (i.e., both documents and among the BO managers), but the way 
they crafted the „service-profit chain‟ and „customer orientation‟ was different. With the 
change in the strategy of the NSW Bank, „customer focus‟ became the emphasis of the BO 
management and the documents examined proposed a range of qualities, powers and 
concerns relating to the customers, which was then deciphered as managerial activities. 
Senior managers used the proposals from the documents to increase or decrease resources 
(such as employee and technology), in a bid to move towards a „customer orientation‟. 
In order for the BO managers to execute the „customer focus‟ strategy they required a distinct 
meaning for „customer experience‟ and „customer satisfaction‟. Since they found multiple 
definitions of the customers‟ needs and wishes in different documents, they did not find 
clarity in what was „customer focus‟, what „customer oriented‟ meant and what were the 
ways of providing a „good customer experience‟. This created a tension for the BO managers, 
and the tragic narrative of Paper 1. 
The external EPAs provided a range of NFPI relating to customer needs. They indicated that 
„customer orientation‟ was to provide new inexpensive products and solutions; employees to 
speak with customers and provide immediate solutions; technology such as talking ATMs, e-
statement initiatives and data security; branches with extended opening hours; helping the 
local community (such as rescue helicopters and surf lifesavers); and working towards 
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environmental sustainability – all of which was to increase shareholder value and financial 
resources. The EPAs enunciated the ambition of „customer focus‟ as expansion and perpetual 
investments along the „service-profit chain‟. Based on the EPAs, BO management seemed to 
assume that customers were not happy with the existing technology, and that customers 
would be happier with new technology.      
The various EPAs (e.g., 2004; 2005; 2006) provided a simple equation for increased 
shareholder financial value through the „service-profit chain‟: a high performance employee 
team together with advanced technology could provide timely services to customers. This 
would result in increased customer satisfaction, and therefore loyal customers who would 
have a long-term relationship with the Bank. The outcome of a loyal customer base would be 
an increase in the profitability of NSW Bank, which would result in wealth creation for 
shareholders. Thus, the central discourse in the EPA (as illustrated empirically in Paper 1) 
was of expansion and abundant investment in intangible value drivers for an increase in 
shareholder financial value and there was no concern shown as to financial capital (budgets). 
While the internal BO strategy documents (SD) also shared concern for the customer, with 
propositions about „customer focus‟, the propositions were superimposed by the existing 
objective of the BO – cost efficiency. SDs showed graphs predicting reduction in employee 
head count for a reduction in cost. Moreover, SDs supplied a comparison with competitors 
and demonstrated that products, technology and IT were „below peers‟. However, people and 
culture was „above peers‟, thus convincing the BO management that it is important to invest 
in technology and products and not necessarily in employees. With a cost focus emphasis, the 
BO SDs recommended that the resources (such as technology and employees) be 
disentangled and separated to make them work. This meant that BO management was 
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prepared to invest in advanced technology, but decided to pay scant attention to employees, 
thus separating the resources by investing in one and disregarding the other. 
Also, though the SDs recommended investment in product transformation (products with 
heightened attention to customers) and technology development, it also indicated that the key 
performance indicators were around rationalisation, economisation, simplified processes and 
expenditure reduction. SDs proposed that customers were in need of technology that would 
enable a „customer focus‟, but employees were not a hindrance and investments in employee 
training was required but not critical. Ironically, the SDs advocated that investments in 
employment should be sacrificed to fund financial investments in products and technology 
notwithstanding that employees also had their performance indicators organised around the 
same purpose as technology - economisation. To further reduce cost, the 2004 and 2005 SDs 
highlighted that several functions of the BO could be outsourced.    
The conversations at the BO also reflected a „customer focus‟, but the BO managers 
struggled to craft their ideas about „service-profit chain‟ and „customer orientation‟. This was 
because the documents that were intended to guide management actions pulled customer 
orientation in opposite directions, mostly recommending disentanglement and separation of 
the resources. The BO managers were not clear about the meaning of „customer needs‟ and 
were unsure of activities that would lead to a „good‟ customer experience. Also, they 
assumed that customers were not happy with existing technology. Therefore the BO 
managers were reluctant to make changes in technology for two reasons. First, such 
investments would be costly and risky when the effects of the investment‟s results were 
uncertain. Second, there was no guarantee that this new technology would make customers 
happy. Though EPAs proposed perpetual investments in technology, product and employees, 
the BO inclined towards cost reduction and economisation, investing in technology, but not 
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employees, because their key performance indicators as specified by SDs, were based on cost 
reduction. There was little synchronisation between the NFPI of the BO, as reflected in their 
SDs, and the „customer focus‟ strategy of the NSW Bank.   
Likewise, since the SDs did not justify financial investments in employees as opposed to the 
recommendations in the EPAs, the conversations among the BO senior managers around their 
employees were based on reducing full-time employee numbers and outsourcing. 
Notwithstanding reduction in head count, sometimes employees had to replace technology 
with constrained investments in technology and at other times outsourcing replaced the 
Bank‟s employees. Overall, the positioning of employee as a source of customer orientation 
became difficult and from the year 2005 onwards, the BO managers started to lose trust on 
the „service-profit chain‟ model.  
Thus the „service-profit chain‟ model and „customer orientation‟ was translated differently in 
the EPA, SD and by the BO management. For the EPA, it was an expansive agenda 
recommending investments in knowledge resources anticipating no financial barriers. While 
in the SD customers and technology was translated as costs and financial budgets and was 
seen as an economising agenda. For the BO managers, technology was substituted for 
employees, and when that did not work employees had to replace technology, but the process 
was restricted by finance constrained budgets. From Paper 1, it could be found that this 
resulted in a situation where the BO was inadequately testing what the customer meant, could 
be understood and supported. Budgeting rather than „service-profit chain‟ and „customer 
orientation‟ appeared to be the object of SDs and the BO managers‟ conversations. More 
about this can be found in Paper 2 and is elaborated in the next narrative. 
Paper 1 explains how NFPI is handled differently in different spaces – EPA, SD and by the 
BO managers. All three spaces provide translations of „customer orientation‟, but each of 
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them draws a different context around the customer. Different versions of strategising were 
mediated differently because, the „Service Profit Chain‟ model did not copy the world but only 
mediated aspects of it. 
This is a tale that has a plot of classic „tragedy‟. This story begins when NSW Bank 
management changed its strategy to „customer focus‟ and introduced its „one point contact‟ 
customer charter. This resulted in confusion among the BO management in making the 
choice of knowledge resources in which investments should be made (i.e., mobilising their 
non-financial resources). This is because BO management had a crisis (financial) to be cost 
conscious and encountered a fatal flaw (hamartia): they faced a situation where they had 
made significant financial investment in technology for which they had to compromise on 
employee numbers (i.e., significant investment in technology and reduction in employee 
headcount). The crisis is not revealed in the EPA, but is identified in the SDs that provides 
the solution of rationalisation and economisation.  
The EPA enacts a fatalistic tragedy (Sköldberg, 1994, p.229) by playing down the crisis and 
proposing perpetual investments in technology, products and employees. Here the problem 
(of financial budgets) does not show up, but the solution (investments to enable customer 
focus strategy) comes to the forefront. The SD, on the other hand, plays the drama as a 
triumphant tragedy (Sköldberg, 1994, p.229) where the emphasis is on the successful 
overcoming of the „financial crisis‟. The SD recommends reduction in employee numbers 
and outsourcing, to free up financial resources in order to fund the new „customer oriented‟ 
technology.  
The EPA dwelt mainly on ideals and brought a message of expansion and perpetual 
investment in knowledge resources, while the SDs communicated on demands and conveyed 
a message on frugality, rationalisation, economisation and efficiency, all of which were 
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shaped by the financial budgeting process. In the EPA, NFPI proposed a continual increase in 
all aspects of the „service profit chain‟, providing clear positive correlation. But, in SD the 
elements of „service profit chain‟ were traded off and a negative correlation emerged. Finally, 
at the BO, the „service profit chain‟ relationship confused the managers, who thereby failed in 
all their attempts to make the „service profit chain‟ work. 
The change to a „customer focus‟ strategy and the consequent changes in the EPA and SD 
and the significant influence of budgets led to complexities for the BO management in 
mobilising the resources. Nevertheless, the documents did not spell out any disaster. Despite 
their differences, both documents contain elements of tragedy. NFPI as depicted by the 
documents were meant to play as inputs to the construction of strategy both by building up 
strategy and by making it effective. However, due to their varied nature, the documents did 
not allow managers to evaluate NFPI with a view to increase or decrease resources through 
intervention. Thus, the answer to secondary aim 1 of the thesis (see section 1.2) is that 
performance measures (including NFPI) found in the documents were involved in mediating 
„customer focus‟ strategy in multiple ways. There were competing processes of strategising based 
on different documents. IC information provided by the EPA proposed a strategy of employee 
development and technology development, and SD presented strategy as, the most part, a 
budgeting process. At the BO strategy was an attempt to transform from a cost centre to a 
profit centre (See Paper 1 for further details with evidence from the interviews and 
documents).  
Nevertheless, by 2006, the BO continued to function, although in a more confused state due 
to differences in the documents. This is explained in Paper 2 and also in the next section that 
narrates the story of the BO when senior managers faced many problems in trying to mobilise 
NFPI elements (i.e., knowledge resources) due to financial budgets.   
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4.4.2 Paper 2: A satiric narrative of managing knowledge resources at the back office. 
In 2005, there was a rising awareness of the importance of measuring NFPI, concern about 
changing the BO‟s image from a „cost centre‟, and confusion created by EPA and SD about 
investing in products, technology and employees to enable „customer orientation‟. Also, the 
key BO performance indicators were financial, organised around „cost restriction‟ and 
„economisation‟. This meant the BO managers faced challenges in managing and mobilising 
non-financial resources – how to invest in and allocate IC elements. NSW Bank was able to 
establish a connection between IC and financial capital, but the BO found problems in 
managing IC, even when such a relationship was established.  The appearance of causality 
found in the EPA appeared simple and uncomplicated, since these included few NFPI, were 
disentangled and separated, and projected no restrictions on financial investment. Similarly, 
the internal documents (SD) also recommended separating the IC elements in spite of 
restricted financial resources. Nevertheless, when management started to develop and 
mobilise non-financial resources, in particular IC, they experienced friction between the 
different IC categories (i.e., Human Capital, Structural Capital, and Relational Capital). 
Moreover, the finance constrained budgeting process played an important role in the 
mobilisation and functioning of IC, which is discussed in detail below.  
It was arduous for the BO to completely adopt the „customer focus‟ strategy in essence 
because it was not in direct contact with the end customer. Their process activities could only 
reach the end customer through the medium of service activities performed by other business 
units, especially the front office. This translation to „customer focus‟ was problematic for two 
reasons. First, the value provided by the BO was vague and not recognised by the other 
business units of the Bank. Second, the employees in the BO were not sure about their role in 
achieving the Bank‟s new „customer oriented‟ strategy. Moreover, the BO was a „cost centre‟ 
and its stated objective was to reduce cost. In spite of its cost reduction focus and the 
97 
 
ambiguity surrounding the value provided by the BO, it started investing in new information 
technology. As mentioned in section 4.2, this process of automation was carried out with two 
aims in mind: cost efficiency and customer satisfaction. 
Technological upgrading (improving SC) commenced, but with some hesitation. To achieve 
the highest value from automation, those processes that promised delivery of customer 
satisfaction had to be automated. The BO made investments in changing technology that was 
previously product oriented to customer oriented. This was difficult because NSW Bank had 
a legacy of product oriented technology. The new investments were made on the basis of 
assumptions (see Paper 2 for further details), and they were not sure of the benefits of the 
financial investments in new technology. Also, the returns in shareholder value from these 
investments were expected to emerge in the longer term. The BO was responsible for 
investing in new technology that could increase service efficiency and productivity, but at the 
same time was also mindful of constrained financial budgets. Budget restrictions forced the 
BO to automate processes that were focused on particular products. This left the BO to 
oscillate between (product oriented) processes and customers and they faced the risk of 
pushing „customer focus‟ second to the objective of „cost focus‟. 
Substantial investments in technology meant that once invested it could not be changed 
without further large investment of financial resources. In spite of being expensive, systems 
automation was favoured since the BO was expected to replace process workers with 
automated systems. Nevertheless, in order to support the working of new technology and use 
technology constructively in the delivery of „customer orientation‟, the BO had to work with 
the Bank‟s HC by training employees and thereby improving HC. In other words, the BO had 
to simultaneously invest in people in order to make adequate use of new technology and 
move towards „customer orientation‟. However, due to the cost focus of the BO and 
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budgetary process two constraining factors emerged. First, technological change was partially 
developed and delayed in implementation. Second, to conserve financial cost, HC was being 
reduced. Also, training of employees was not successful, since training was on partially 
developed technology. 
By the end of 2004-05, technological change had not yet been completed, but the BO had 
started its process of restructuring to eliminate process workers. Downsizing came rapidly 
and in this process of restructure, the Bank not only removed process workers, but also 
knowledge employees with capabilities and skills required by the Bank, therefore reducing 
IC. Paper 2 reports that during that period incomplete technology change, lack of proper 
training and increased workload with reduced employee numbers impacted on the capabilities 
and morale of existing employees of the Bank, especially those of the BO.   
The BO managers were aware of the loss of knowledge resources with restructures and 
encouraged redeployment of skilled employees to other parts of the Bank. But redeployment 
was dependent on employee-manager relationship (RC), and there was a risk of losing a 
skilled employee if there was a poor relationship with the manager.  
To create value for customers, the senior bank managers were determined to adopt the „one 
point contact‟ proposal by mobilising the different components of IC. That is, NSW Bank 
management wanted to change its RC by making changes to its SC and HC. Therefore, 
management decided to automate customer focused processes (SC), identify knowledge 
workers (HC) and retain them through planned restructures, transform the organisational 
culture to bring in innovative changes and become customer focused and increase customer 
loyalty (RC). However, incomplete automation due to the constrained financial budgeting 
process, untimely restructures (also affected by budgeting processes), inapposite training 
programs, and strained relationships started impacting customer loyalty (RC). In spite of 
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investing in automation to enable customer satisfaction and employees being aware of the 
importance of „customer orientation‟, the Bank was struggling to meet its „one point contact‟ 
commitment. To explain in terms of IC, though HC and SC were improving, budgeting 
process (financial capital) restricted their development and therefore customer loyalty (RC) 
was being affected. Some valuable IC elements had become IC liabilities (new technology 
with improper training) and some others had to be lost deliberately (skilled employees made 
redundant) leading to value dilution. 
This is a case of satire with shifting ambiguities and complexities. The story starts with 
confusion created by the documents and the consequent challenges the BO managers face in 
mobilising IC elements. Management mobilisation of IC elements caricatures the two 
documents (EPA and SD) and shows the inconsistencies between the two. A general 
fragmentation or disassociation was identified by the researcher and hence could be classified 
as fragmented satire (Sköldberg, 1994, p.230). The disassociation differs in intensity, but is 
ubiquitous. It exhibits itself in many ways:  
(i) between customer focus and automation of product oriented processes;  
(ii)  between customer focus and reduction of employee numbers;  
(iii) between training and new technology;  
(iv) between redeployment and relationship with managers; and  
(v) between customer focus and outsourcing.  
The BO managers had to cope with antagonistic signals that lead to confusion – a satiric 
drama. In the setting of the BO, both documents (EPA and SD) were prevalent, and the BO 
managers separated the IC elements based on the documents.     
The BO managers were overwhelmed by chaos, ambiguity and uncertainty due to the 
multiple and varied network effect of the IC elements and the influence of financial capital 
through the constrained budgetary process. The BO senior managers generally seemed to be 
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challenged by the performance of the IC elements and were unable to effectively use these 
elements while constrained by financial resources. Moreover, the documents (EPA and SD) 
that were meant to guide them suggested disentangling of the non-financial IC elements, but 
in reality this was not possible. By disentangling the IC elements, the BO management 
confronted hindrances in mobilising NFPI because these elements work well as a network 
and not separately. For instance, when technology was isolated from employees and financial 
investments were made, it became expensive but little used because it was not supported by 
employees‟ skills development. Similarly, due to the budgeting process, when employee 
numbers had to be reduced substantially, the BO managers had to rely on the new technology 
and outsourcing, which were not functional without increased spending on employee 
capabilities via training.  
In summary, adequate financial capital appears to emerge as an important input into the 
working of IC, which makes it difficult for managers to mobilise the IC elements as a 
network. Thus to answer the secondary aim 2 of the thesis (see section 1.2), the relationship 
between various elements of NFPI (IC) and financial capital are complementary rather than 
causal. Financial capital is both an input (as budgets) and an output (as shareholder value). 
The functioning of IC depends on inputs of financial capital, which could become a 
managerial challenge rather than a solution if inadequate financial capital is invested. In 
NSW Bank, managers mobilised NFPI elements to influence financial capital by separating 
the elements to make the process manageable and then tried to reconstruct them (depending 
on available financial capital) to make it practical.  
BO managers therefore had to search for ways in which they could mobilise all NFPI (IC) 
elements in spite of constrained budgets. At the BO of the NSW Bank, they were able to do 
this using the discourse on „workplace flexibility‟ in their Employee Newsletters (ENL). This 
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is demonstrated in Paper 3 and in the next section 4.3.3. With the use of their discourse on 
„workplace flexibility‟ (HC) in their Employee Newsletters (ENL), management was able to 
influence the culture of the organisation (SC) and establish their reputation in the community 
and with customers (RC). This was possible because of low financial investment in providing 
a „workplace flexibility‟ culture.  
4.4.3 Paper 3: A romantic narrative of workplace flexibility 
In spite of the problems faced by BO management in mobilising the three categories of IC 
due to cost restrictions, the bank was partly successful in mobilising its human capital using 
various „workplace flexibility‟ discourse in the ENL. This is the focus of Paper 3. Though 
the Bank increased its automated processes it still had a substantial number of employees (see 
Table 3). Also, the Bank had to attract and retain people with the skills and expertise to deal 
with the processes that were being automated. The new circumstance required knowledge 
workers, not process workers. The NSW Bank required incentives beyond financial rewards 
for employees; they required challenging jobs; growth in career; recognition and 
appreciation. Also, importantly, employees were keen to have flexibility at work to allow 
them to juggle the demands of work with other interests and needs, including family 
responsibilities.  
To be „customer focused‟, the NSW Bank required the support of its employees. The BO 
managers had to retain their employees at the time when restructures and redundancies 
increased the workload of existing employees. Also, with the confusion due to incomplete 
automation, the NSW Bank in general and the BO in particular required co-operation from 
the employees to make sure that customer satisfaction was the main focus.  
BO managers recognised that the general working environment was changing, the pool of 
talent was shrinking, the workforce was ageing and the expectation of work was changing 
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with each generation. At the same time, the NSW Bank required many of its people to adopt 
work styles (knowledge work) to successfully deliver on its business strategy. The Bank 
realised that its employees are central to all its functions. In the EPAs it reported the need for 
taking care of its employees and supporting them in order to be able to support the business 
in the future.  
The Bank had several „workplace flexibility‟ policies (together with other policies supporting 
the employee) for several years and had been promoting the use of „workplace flexibility‟ 
arrangements as a mechanism to attract and retain its employees. The Bank had received 
numerous international awards for its „workplace flexibility‟ arrangements. At the time when 
the Bank changed its strategy (to be „customer focused‟), the BO managers were able to use 
the Bank‟s „workplace flexibility‟ arrangements to attract and retain skilled employees. 
As explained in section 4.4.2, incomplete automation, untimely restructures, lack of proper 
training, and increased workload with reduced employee numbers impacted on the 
capabilities and morale of existing employees at the BO. The management used discourse on 
„workplace flexibility‟ arrangements, especially community volunteering, to indirectly 
address these issues. Workplace flexibility arrangements already existed, but at the time of 
restructures the NSW Bank management extensively publicised its „workplace flexibility‟ 
policies to its employees using internal employee newsletters (ENL). The story told in Paper 
3 is that the purpose of „workplace flexibility‟ was essentially to motivate employees and 
regain employees‟ confidence with the NSW Bank. Nevertheless, this not only helped the 
Bank managers to motivate employees (HC), it also reflected on the internal culture of the 
organisation (SC) and impacted the community and customers (RC) positively as described 
below. 
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The Bank used ENL as a device to communicate information relevant to employees. 
Information was provided in three different forms. First, „news reports‟ from management to 
instruct, educate, explain, advise and notify employees. Second, feedback received from 
employees called „dialogues‟. Third, „self-accounts‟ of employees where employee‟s voice 
were used to communicate information. The NSW Bank used all three forms of discourse to 
promote „workplace flexibility.‟ Within the ENL, this did not involve significant financial 
resources and the Bank used this media to communicate information about „workplace 
flexibility‟ and to indicate what employees should do if they require „flexibility at work‟. 
Paper 3 explains that the NSW Bank provided three major categories of „workplace 
flexibility‟ arrangements: „Flexible working arrangements‟ that allowed employees to remain 
productive and meet the employer‟s needs while choosing work options suitable to their 
needs; „flexible leave and dependent care arrangements‟ that are entitlements provided by the 
Bank to employees to take care of their family members when required; „other flexible 
arrangements‟ that included arrangements other than those above and included „community 
volunteering‟.  
The research reported in Paper 3 found that the Bank used its ENL to highlight how 
employees could use „flexible working arrangements‟ to achieve efficiencies and spend more 
time on their jobs, while still taking up flexible work options. The discourse in ENL was used 
to provide information on „workplace flexibility‟ to construct the employee‟s purpose at 
work. The discourses adopted in the newsletters, especially employees „self accounts‟, 
influenced the attitudes of employees and shaped employee behavior, which impacted the 
culture of the organisation. Employees‟ loyalty to the Bank increased since the bank stated 
they provided „flexible work options‟. Similarly, family and dependent care arrangements 
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provided by the Bank also left employees with a feeling of gratitude and loyalty towards the 
Bank. Employees were ready to return the favour by working harder and longer.  
The external reports (AR and EPA) indicated that „workplace flexibility‟ arrangement helped 
the Bank. Interviews (with managers and employees) and ENLs suggest that this helped the 
BO in several ways (also evident from Paper 3). First, at the time when restructures were 
inevitable, flexible working arrangements allowed the Bank to retain skilled employees who 
were ready to work on a part-time basis. This enabled the BO to retain existing knowledge 
flows. Second, since the employees felt indebted to the Bank they worked harder for 
flexibility in their reduced working hours. Third, when employees had to care for their family 
at home, they were still willing to work from home, which was beneficial to the organisation. 
Fourth, retention of employees was easier for the BO as employees felt loyal to the Bank. 
Fifth, the Bank paid employees who were adopting flexible working options for a lesser 
number of hours, which suited their cost cutting agenda.  
The NSW Bank actively promoted „community volunteering‟ as a part of its flexible 
workplace arrangements through ENL. Employees were encouraged to take up community 
activities of their choice for which they were given one day of leave in a year. Community 
volunteering was used as a vehicle to build relationships with customers and the community. 
Through voluntary work, the employees were able to build deeper, stronger and trusting 
relationships with customers and the community. Moreover, volunteering became the culture 
of the organisation and the Bank was able to establish its brand image as a financial 
institution that cared for the community.  
Though „community volunteering‟ did not directly reflect on the financial performance of the 
organisation, it did so indirectly when management was able to use volunteering to mobilise 
the different IC categories. As a result the „service-profit value chain‟ appeared to work. At 
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the BO, as community volunteering did not affect its cost strategy, the employees were 
encouraged to be involved in volunteering. All that the BO had to do was to release an 
interested employee for volunteering for just one day in a year. Employees were also 
encouraged to use their weekends for volunteering, which resulted in generating future 
business (by improving relationship with the community and customers).  
 Employees‟ involvement in community activities as representatives of the organisation 
promoted the organisation‟s brand name among community and customers. ENL discourses 
showed that volunteering was used as a vehicle to build a positive reputation with customers 
and the community, lifting the organisation‟s profile. Also, the ENL demonstrated that 
employees‟ activities to support the community enabled reciprocal support to the organisation 
from the community. 
The plot of this story is romantic. This story starts at a time when the BO managers were 
trying to mobilise various IC elements by separating them due to constrained budgets. 
Managers searched for ways in which all three IC elements could be mobilised and found that 
the discourse of „workplace flexibility‟ could help in this endeavour. It is a valiant tale about 
a transition from a complicated state of affairs (incomplete automation and untimely 
restructures), to a happy state of affairs (improved employee morale, loyalty and support 
from community and customers). Instead of analysing why restructures and automation were 
proving difficult, the focus of ENL was on promoting „workplace flexibility‟. There is little 
emphasis on the original undesirable state of affairs and the ENL concentrates on the final 
desirable state. Through the significant emphasis on „community volunteering‟ management 
attempted to increase the initiative of organisational members to achieve organisational 
performance. The BO managers had allowed their employees to express their self in choosing 
to do their preferred voluntary work, which is also the central message of the romantic mode.   
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Automation and restructures constrained by the budgeting process could be paralleled to a 
tight-rope walker on the way to an unknown destination (Soderberg, 2006). The goal and the 
journey to get there cannot be foretold, there is only a vision, in this case a vision of 
providing a „good customer experience‟.  
Therefore the researcher found that the NSW Bank managers used discourse in ENL 
(requiring insignificant financial investments) to promote „workplace flexibility‟ to motivate 
the BO employees, attract customers and engender community support. Thus, the answer to 
secondary aim 3 of this thesis (see section 1.2) is that management used the ENL to publicise 
„workplace flexibility‟ arrangements, the cost of which was miniscule. The BO management 
was able to influence all three IC elements productively through workplace flexibility. When 
financial capital was not a concern, the BO managers were able to mobilise all the elements 
of IC, which in turn were able to interact with each other and no hurdles were faced during 
this interaction.  
4.5: Summary 
The three stories of the BO of NSW Bank describe how managers mobilise various non-
financial resources in practice (see figure below). Initially the BO managers were confused 
by the manner in which NFPI was handled in different organisational documents, but finally 
they used the internal documents to execute a „customer focus‟ strategy. This is because these 
documents connected the managers‟ individual performance measures with those of the BO, 
which is based on cost efficiency and not on knowledge resources (NFPI). Since the BO 
managers‟ focus was expected to be on cost, they found it difficult to attend to the non-
financial resources that would create value in the long-term through focusing on customers.  
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Also, constrained financial resources did not allow the BO managers to pay attention to all IC 
elements equally and they were unable to invest in all of the IC elements. This led to 
disentangling of the IC elements and the BO managers faced multiple and varied network 
effects of the IC elements. They were confronted by hindrances in mobilising non-financial 
resources as these resources work well as a network and not separately.  
Nevertheless, the BO managers proved successful in mobilising non-financial resources when 
financial resources were not an obstacle. If financial resources were in abundance, 
unrestricted investments could be made in all NFPI (IC) elements. In practice this was not 
possible so managers had to find ways in which they could mobilise the NFPI elements in 
spite of financial constraints. At the BO by promoting „workplace flexibility‟ that did not 
require much financial investment, the BO managers appeared to be able to attend to all IC 
elements and made them successfully work as a network, thus creating long-term value. In 
this way the BO managers were able to convert a „tragic story‟ into a „romantic story‟ when 
they were able to find an option (of „workplace flexibility‟) requiring less financial 
investments to mobilise all NFPI elements.   
Chapter 5 discusses the narratives present in the three papers. The story begins with change in 
the organisational strategy to be „customer focused‟. This results in confused mobilisation of 
NFPI at the BO due to restricted financial budgets. The story ends by explaining how 
management finds a solution to mobilise the NFPI elements and make the „service-profit 
chain‟ model work. The chapter provides a conclusion to the thesis. 
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Chapter 5: Discussion and Conclusion 
5.1: Introduction 
This chapter contains an overarching discussion of the three empirical papers in a narrative 
mode. The previous section is „a story of stories‟, describing the events happening at the BO 
of NSW Bank as a narrative that has a beginning, middle, and end. These narratives were 
used to answer the primary aim of the thesis: how management mobilises NFPI within an 
Australian financial institution (in practice). Section 5.2 discusses the three narratives; 
section 5.3 provides a comparison of the three narratives; section 5.4 highlights the 
implications and section 5.5 point out the limitations of the study and outlines future research 
directions to conclude the thesis. 
5.2: Discussion 
The narratives were constructed from raw and fragmented material obtained from the 
documents and interview transcripts. The written and oral material complemented each other. 
Interviews were verified and confirmed with written information in the documents and when 
the documents were generally inadequate needing clarifications these were obtained from the 
interviews. The raw material thus obtained was organised with the help of a plot and 
characters. The three papers are thus set in a chronological order and have a temporal 
connection.  
Narratives showed how the NFPI documents in NSW Bank led to management actions and 
how these actions produced consequences in the form of organisational events (Llewellyn, 
1999, p.221). This narrative analysis is open as the narrative research provided constitutes 
only one of many possible stories that could be told about the BO of NSW Bank. The 
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dynamic sequential thread of the plots secured the overall coherence of, and formed the 
indispensable framework to, the narratives; characters and events provided the substance that 
made the narrative unique; and themes expressed the meaning of the narrative. The narratives 
exhibited explanations rather than demonstrated them (Polkinghorne, 1988, p.21) and by 
doing so, ambiguities in the managerial use of NFPI could be located and it was possible to 
point out the budgetary process (financial input) as the facilitator of what happens to NFPI. 
 Table 6 summarises the three papers. It provides a snapshot of the structure of the narratives. 
The table describes the beginning (i.e., original state of affairs), the middle (i.e., the action) 
and the end (i.e., consequent state of affairs). Also, the table provides information on the 
location, theme, events, characters, time and a short summary of each narrative 
.  
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Table 6: Summary of the three narratives 
Narrative Structure of the three papers 
 Paper 1 Paper 2 Paper 3 
Plot: “Tragedy” “Satire” “Romance” 
    
Beginning (Original state of 
affairs) 
Change of strategy to ‘customer focus’. 
Belief in Service Profit Chain.  
‘Customer focus’ strategy of the bank 
and ‘cost focus’ strategy of the BO 
contradicting. Management face 
challenges in mobilising and investing in 
various NFPI (IC) elements.  
Using ‘workplace flexibility’ to improve 
effectiveness of human capital . 
    
Middle (Action) Reporting NFPI differently in different 
documents – Extended Performance 
Accounts (EPA), Strategy Documents (SD) 
and in Back Office (BO) conversations.  
 
EPA - all investments seem perpetual. 
Investment in employees, community, 
shareholders, internal processes etc shown 
leading to increase in shareholder value. 
Abundance available to invest.                           
SD - rationalised and economised 
investments. Cut down employee numbers, 
outsourcing to reduce cost, all cost saved to 
be redirected to new technology. 
Investments into IC (NFPI) elements to 
improve financial capital (Automation, 
training of employees). 
 
Automation is high investment - new 
technology with improper training- cut-
down staff - loss of knowledge network - 
loss of employee morale - negative 
impact on customer experience. 
Use ‘workplace flexibility’ (NFPI) information 
in employee newsletters as management 
reports, dialogues and self-accounts. 
 
Discourse on ‘workplace flexibility’ - 
employees feel indebted to the employers. 
Hence strive for organisational performance. 
Establish brand name in the community. 
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End (Consequent state of 
affairs) 
1. Difference of opinion on investments. EPA 
suggesting perpetual investments & SD 
economising investments.  
2. Meaning of customer needs different. 
3.  BO is confused about customer needs and 
feebly testing investment. 
 
1. Relationship between IC elements is a 
complex network. They do not function 
independently. Investment in one 
element affects the performance of the 
other elements. 2. The NFPI elements 
are affected by budgeting process.  
1. Improved employee performance. 2. 
Strong relationship with community through 
employee volunteering promoted as a part 
of ‘workplace flexibility’. 
    
Location Back office of NSW bank Back office of NSW bank Back office of NSW bank 
    
Theme:  Portrayal of NFPI in different documents 
(EPA, SD & at the BO). 
Influence of NFPI (IC) elements on 
financial capital. 
Mobilising HC, SC & RC using ‘workplace 
flexibility’. 
    
Events 1. Change of strategy. 2. Change of measures 
(NFPI). 3. Mobilisation is difficult.  
Investment in automation - increase cost 
base - decrease headcount - poor 
training - low employee morale - 
adverse customer experience. 
Reporting of work related, dependent care 
arrangements and community volunteering 
arrangements. First two categories focus on 
efficiency. Last category is used to improve 
brand name.  
    
Actors/Characters EPA, SD & BO Management Elements of IC & FC, Management of BO ENL, Management & Employees of BO 
    
Time 2003-2007 2003-2007 2003-2007 
    
Summary NFPI is involved in mediating strategy in 
multiple manner. Competing processes 
of strategising based on different 
documents. 
NFPI elements are separated to 
influence financial capital and then 
later reconstructed depending on 
available financial capital. 
Discourse on ‘workplace flexibility’ in ENL 
was successfully used to influence all IC 
(NFPI) elements. 
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The plot of Paper 1 was analysed as a „tragedy‟ where the EPA and SD construct different 
meanings of „customer needs‟ and contradict each other on the amount of financial 
investment that could be made on the different non-financial resources. Tragedy was then 
transformed into a „satire‟ in Paper 2, when managers struggled to mobilise the elements of 
IC within budgetary constraints. When the managers found that certain operations required 
insignificant investment and promoted these operations, they could transform the story into a 
„romance‟. This is the plot of Paper 3 that shows how the management of the BO was able to 
use the discourse on „workplace flexibility‟ within the ENL to influence all three IC 
elements, as they found that this workplace flexibility discourse was not confined by the 
financial budgetary process.  
The three papers are specific and distinct pieces of inquiry that deal with management 
processes and process change focusing on NFPI. Though all the papers deal with 
management processes, each paper has a different structure and could not be treated as a 
complete coherent piece of inquiry. Using the narrative structure put the papers in a form that 
is comparable and into an integrated piece of work forming the thesis. As indicated in chapter 
1, narratives were used as a mechanism - a tool - to generalise the language used in the three 
papers by articulating the primary aim of this thesis - a common theme – how do managers 
mobilise NFPI within the organisation in practice. By analysing the papers in a narrative 
form, ambiguities with the mobilisation of the elements and how managers dealt with them 
became clearer and thus a common conclusion could be drawn from the material in the three 
papers.  
Prior research has shown through various NFPI frameworks (such as a „service-profit chain‟ 
model) that the elements have a causal relationship and investment in HC would lead to 
improvements in SC, which would then lead to more RC and eventually to improved 
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financial capital. However, as indicated in section 2.4.3, several field based studies 
questioned these frameworks with causal link by showing that the non-financial resources are 
ambiguous, fluid and have a transient relationship between each other (see chapter 2 for more 
details). These contradicting results found in the literature (see section 2.3) indicate that it is a 
challenge for managers to use the NFPI frameworks with a rather confusing network of non-
financial resources to achieve organisational performance. However, the frameworks do not 
unravel the confusion.  
In order to understand the obscure network of non-financial resources and to provide insights 
on the use of NFPI frameworks, it was decided that an appropriate way to explore them 
would be by starting from observing practice and working towards the frameworks, rather 
than the other way round. Therefore, this thesis inquired into the managerial mobilisation of 
NFPI in NSW Bank – an Australian financial institution. It used narrative structure and 
discovered that there is a deeper meaning hidden within this confusion and ambiguity in the 
causal effect of non-financial resources. It was found that uncertainty is present all the time, 
including in the organisational documents that present the elements in different ways. 
Managers have to search for additional financial investments consistently to make the NFPI 
work. Most importantly, it was found that the IC elements are not self fulfilling because for 
their functioning they require inputs – inputs of financial resources. It was found that when 
the financial input required was not significant, the elements could function with 
requiescence. 
Also, NFPI frameworks describe the non-financial resources at a point of time – „a stock 
approach‟, which provides an insight into the elements present in NSW Bank. Nevertheless, 
they do not highlight what happens to the elements when they are used in practice – the 
process involved in translating NFPI into managerial practice and impacts on the financial 
114 
 
effects. The frameworks are static and are therefore unable to highlight the multiple ways in 
which effects happen in and among these elements depending on financial investments. For 
instance, at the BO of NSW Bank, when the managers decided to invest in automating the 
processes to deliver a „customer focus‟, they were restricted by financial constraints 
(budgets). Automation was allowed but with cost economisation. Employee headcount was 
reduced significantly in order to fund automation. That is, due to budget restrictions HC was 
reduced to help improve SC. The NFPI framework used (i.e., EPA) do not grasp these effects 
because it assumed perpetual investments in RS, SC and HC.  
Non-financial resources are a puzzle because they are not stable and the generalised 
frameworks attempt to stabilise these elements unsuccessfully. Narrative analysis of the 
empirical evidence collected provided insights into how the frameworks do not succeed, 
because they do not create clarity and certainty, but create uncertainty and ambiguity. The 
EPA and SD had different interpretations of the meaning of customer needs and investments, 
which resulted in confusion among the BO managers. When management of the BO were 
confronted by the documents, they had to choose to use SD and economise investments 
because they had restricted financial budgets and their key performance indicators were based 
on cost reduction.  
The BO management faced trials while using non-financial resources because these resources 
were constantly moderated by unacknowledged conditions (economised investments) and 
unintended effects (effects on various IC elements not anticipated). When budgeting is not a 
condition, effects seem to vary. In the case of NSW Bank, managers found that budgeting 
was not an issue in the discourse on „workplace flexibility‟. They found that in situations 
where financial resources were not a constraint, the different IC elements interacted with each 
other; they did not compete with each other, but complemented each other. When there was 
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budget restriction SC and HC competed with each other. It was observed that HC was 
sidelined in order to invest in SC. However, when managers found that their discourse on 
„workplace flexibility‟ required insignificant financial resources and promoted it, they were 
able to use this discourse to increase employee loyalty (HC), to build brand name (RC) via 
community volunteering and change the culture of the organisation (SC).  Here all three 
elements could co-exist and be expanded as a network. Section 5.3 would compare the three 
narratives. 
5.3: Managerial Mobilisation of NFPI - Comparison Between the Three 
Narratives 
The overall theme of all three narratives was to find out how managers mobilise NFPI within 
the BO. The characters were configured and events were formed into a sequence, which 
attempted to explain the phenomenon – managerial mobilisation of NFPI. The characters or 
actors in the first narrative are the external and internal NFPI documents – the EPA and SD 
(see Table 6). These documents laid the foundation for the BO managers based on which they 
could mobilise the different non-financial resources. However, these characters gave different 
interpretations about customer needs and the amount that could be invested into the various 
non-financial resources. The two documents differ in views about customers and investments 
to be made to become customer focused. This resulted in tension when BO managers had to 
adhere to the internal document that rationalised investment and decided to make large 
financial investments in technology, at the cost of employee headcount. Thus a tragic drama 
is created where one character (EPA) denigrated the crisis of restricted financial investment 
while the other (SD) accentuated the crisis and showed how the crisis could be overcome – 
investment in technology (SC) to be funded by reduction in employee headcount (HC). This 
116 
 
tragedy exhibits the omnipresence of financial resources (in the form of constrained budgets) 
in the functioning of the BO.    
When the BO managers met these characters, they were perplexed by the differing views in 
the documents. However, they had to make their decisions based on SD, since their 
performance was primarily measured by economisation and rationalisation. Also, the 
documents separated and disentangled the non-financial resources and showed that each 
element could be evaluated individually and decisions made accordingly. This aggravated the 
confusion, since the BO managers found that when the IC elements are used in practice they 
become indistinguishable and inseparable; all of the elements take part in the action and each 
of them influences the others and cannot be unscrambled.  
The contradictory nature of these documents led to „satire‟. The BO managers‟ attempt to 
mobilise the NFPI elements to achieve increased shareholder value is mocked by the 
financial budgetary process. Financial capital stands as an obstacle throughout the 
mobilisation process, leaving the management quelled. At the BO, the managers mobilised 
one element of IC (technology – automation of customer oriented process) expecting the 
change to impact customers (RC). However, budget constraints compelled reduction of HC 
resulting in low employee morale, which led to issues with customer service. Also, 
outsourcing of processes and impartial automation were caused by budget restriction both of 
which worked against a „customer focus‟. Thus the irony was that the success of managers‟ 
efforts to mobilise NFPI at the BO, was dependent not on NFPI, but on financial resources in 
the form of budgets.  
The decision to economise investments in non-financial resources led to a satiric drama 
within the BO. The BO managers noticed discontinuity in different ways due to the financial 
budgeting process. They were unable to correlate customer focus with automation since 
117 
 
budget restrictions led primarily to automation of product oriented processes and also a 
reduction in employee numbers. Also, training on new technology was not effective, since the 
technology was only partially completed due to budget restrictions. Several BO jobs were 
outsourced, neglecting the customer focus because, again, the BO was restricted by budgets. 
So „financial budgets‟ seem to emerge as an unacknowledged character playing an important 
role in the functioning of IC elements and managers‟ attempts to mobilise non-financial 
resources. 
When the need for investments is insignificant, the drama played in the use of non-financial 
resources is one of „romance‟. The strategy of the Bank was to use discourses on „workplace 
flexibility‟ in its ENL to motivate its HC and increase its efficiency. At the BO, the discourse 
on „workplace flexibility‟ was successfully used to improve employee loyalty and increase 
employee efficiency at the time of the restructure. Also, by encouraging employees to be 
involved in community volunteering, the Bank could improve its brand image among 
customers and the community. Employees saw the Bank as an employee-friendly 
organisation that cared about the wellbeing of its employees and one that is also interested in 
helping the wider community. Thus management was successful in mobilising various 
elements of IC (HC, SC and RC) with their discourse on „workplace flexibility‟. This was 
possible because the process was not restricted by financial budgets.        
The emotional tone of the third story is distinctly different to the other two stories: a gentle, 
tender „romance‟ without fear, confusion or sarcasm. This „romantic‟ story depicts loyalty, 
gratitude and appreciation of the employees, customers and community towards the 
management of NSW Bank. Managers are able to project workplace flexibility, particularly, 
community volunteering, as an act of love and compassion rather than an act of duty confined 
by financial concerns. Thus the discourse on „workplace flexibility‟ was used to construct the 
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management, the employees and the community as objects of affection. Budgets were not a 
concern here and the tender feeling created by management among employees and 
community was successful in achieving customer loyalty.   
5.4: Implications 
The classification of the papers in a narrative form has several practical implications. First, 
once the major types are identified (tragic, satiric and romantic), comparison could be made 
within the BO, examining the prevalence of particular types and its significance. Tragic 
narratives are useful as they focus attention on problem areas and crisis; satiric plots are 
appropriate to locate decision points that direct attention to transitions where different actions 
lead to different results; romantic narratives suit processes where management actions lead to 
expected results.   
Second, a paradox of statistical studies on NFPI frameworks in the prior literature is that they 
work well if the relationships under consideration are fixed exhibiting simple regularities that 
can be linked in straightforward ways. If relationships are fixed, then arguments about how to 
make the elements work within the relationship are unnecessary. If relationships cannot be 
fixed, then statistical studies do not provide conclusive results. Therefore, calculative 
statistical research cannot achieve strategic intent. On the other hand, narratives have 
revealed the individual project of management mobilisation of NFPI in the BO within NSW 
Bank. Through this process, narratives have helped in recognising obstacles when managers 
attempted to mobilise non-financial resources, and also in identifying and constructing 
emerging organisational strategies around the budgeting process (such as workplace 
flexibility). Thus narratives can make stronger research claims to understanding practice than 
statistical research.  
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Third, narrative analysis helped in bringing critical themes to the fore that could otherwise be 
lost. With the process of narrative analysis, data was synthesised rather than being separated 
into its constituent parts (Polkinghorne, 1995). When the three papers were written they stood 
as distinct projects that did not interconnect. In spite of collecting data for the three papers in 
the same research site from one organisation, each paper focused on different aspects. 
However, when a narrative structure was used, the role played by the financial budgeting 
process in mobilising NFPI surfaced. This probably could not have been achieved otherwise.  
Fourth, the narrative approach did not offer just a method; neither did it have a „paradigm‟, a 
set of procedures to check the correctness of its results. However, it gave access to a „bag of 
tricks‟ – from traditional criticism through formalists to deconstruction - that helped to steer 
away from the idea that a „rigorously‟ applied procedure would render „testable‟ results 
(Czarniawska, 2005, p.136). While statistical studies may provide testable results they are 
unable to give a deep understanding about the organisation in practice, at which narrative 
analysis was successful. For instance, statistical studies could scientifically show that there is 
(or is not) a link between different IC elements, but narrative analysis helped in 
understanding how links were created and the difficulties of working with the IC elements. 
5.5: Limitations of the study and future research 
As with any body of research, this study using narrative analysis comes with several 
limitations. First, it should be noted that the analysis has been performed as a complex 
transaction between the researcher and evidence, the results of which is provisional and 
translations may not be accurate. It is a story of the organisation in action as interpreted by 
the researcher. Second, the results have to be judged based on characteristics of 
verisimilitude, fidelity, coherence, plausibility, usefulness and evidential warrant (Coulter & 
Smith, 2009). Triangulation of all data collected from the documents (both internal and 
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external) and interviews (of executives and employees) was sought to produce confidence in 
the events that occurred at the BO. Recollection of past events was selective and produced 
from the perspective of the interviewees at the time of interviews, which could be different at 
the time of the original experience (Polkinghorne, 1995a).    
Third, it should be noted that narrative inquiries do not lend themselves to replicability and 
generalisability. The study does not aim exclusively at generalising, but to provide an 
understanding of managerial practices in an organisation. This objective was achieved by 
narrative analysis that helped in learning about the general from the particular. The study is 
taken as the starting point of understanding how managers mobilise non-financial resources 
in practice and is not considered the end result (Reissman, 1993, p.70). Finally, the study was 
conducted in the BO of an organisation (i.e., NSW Bank) and does not show variations or 
comparisons with other organisations.  
For the purpose of future research, in order to show variation or comparison more than one 
case study could be conducted.  Second, narratives methods could be combined with other 
forms of qualitative or quantitative analysis. Using literary device such as narratives with 
scientific methods could bring out some interesting results. However, Riessman (1993) 
cautions that combining methods needs some creative epistemological footwork since the 
interpretive perspective of narratives are completely different to the realistic assumptions of 
qualitative and quantitative analysis. Third, though this thesis looks at non-financial resources 
in general, it specifically pays attention to IC elements (human, structural and relational 
capital). Other non-financial resources based on the environment are ignored. In future 
narrative research could be conducted to find out if management is able to mobilise 
environmental information to create shareholder value.  
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Paper 1: Strategic Performance Measures and Strategizing: Translations of 
Customer Orientation via the Service Profit Chain in a Bank 
Jan Mouritsen and Vijaya Murthy 
Copenhagen Business School and The University of Sydney 
 
Abstract 
Compared with research that at least to a degree attempts to gauge the realism of strategic 
performance measures by statistical correlation, this study focuses on the strategizing effects 
of managers when mobilising performance measures. When performance measures are 
mobilised they are understood as management objects each of which may be evaluated with a 
view to increase or decrease through intervention. As the study of NSW Bank shows when 
considered management objects performance measures are causal in several directions. In 
NSW Bank strategizing existed in Extended Performance Accounts, in Strategy Documents 
and in Back Office. Different versions of strategizing were mediated differently because the 
Service Profit Chain did not copy the world but only mediated aspects of it. When in action 
strategizing via strategic performance measures displaced strategic objectives so that they had 
to adapt to other more strategies because strategic objects did not behave as the performance 
measurement system assumed.  
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INTRODUCTION 
Strategic performance measurement systems “are designed to present managers with financial 
and non-financial measures covering different perspectives which, in combination, provide a 
way of translating strategy into a coherent set of performance measures. The perspectives … 
most often include financial, customers, internal processes and long-term innovation. This 
system of associated measures has the potential to identify the cause-effect linkages that 
describe the way operations are related to the organization‟s strategy” (Chenhall, 2005, p. 
396). Strategic performance measurement systems translate the firm‟s strategy into diverse 
measures which are expected to implement strategy; they identify the antecedents to strategy. 
Correlation between measures is an advantage. It corroborates the realism of the underlying 
business model and it justifies the power of the antecedent levers of control. However, 
empirical research produces ambiguous results about the power of correlation (Ittner, 2008; 
Ittner et al., 2003; Ittner and Larcker, 2005) which would reduce the role of the strategic 
performance measurement systems in strategy implementation (Dikoli & Sedatole, 2007; 
McAdam and Bailie, 2002; Malina et al., 2007, Merchant et al., 2009). This has been noted in 
field based research on relations between such systems and strategy which identifies reasons 
to their relevance which does not require correlation to be strong. This research suggest that 
strategic performance measurement systems are strategic rather than empirical hypotheses 
(Abernethy et al., 2005; Bukh and Malmi, 2005; Epstein et al., 2000; Marr et al., 2004; Pike 
et al., 2005; Tuomela, 2005), that by facilitating communication they help implementation of 
strategy (Johanson et al., 2001a; 2001b; Malina and Selto, 2001), and that they create a 
performance culture (Malina et al., 2007). The specificity of strategic performance measures 
makes managerial intervention effective (Ezzamel et al., 2004, 2008, Vaivio, 1999a, 1999b), 
particularly if they are provocative (Catasús and Gröjer, 2006, Catasús et al., 2007, Vaivio, 
2004).  
Correlation may be an advantage for strategic performance measurement systems, but they 
may also help managers even when correlation is weak. Strategic performance measurement 
systems are involved in make strategy a concern, but how strategy is itself an object to be 
crafted is silent in this literature. It may arise from competitive forces in the environment 
(Ezzamel et al., 2004, 2008) or from broader discourses (Vaivio, 1999a, 1999b) but this 
assumes that strategy exists prior to performance measures that then stabilise strategy. 
However, this pays only little attention to the crafting of strategy – how strategy gets imbued 
with properties when strategic performance measures are mobilised. Therefore the paper‟s 
research question is: How are strategic performance measurement systems involved in 
mobilising, translating and crafting strategy? 
The research of NSW Bank (pseudonym), to be reported below, presents the roles of strategic 
measurement systems as more complex than attention both to correlation and to 
implementation of strategy suggest. NSW Bank was able to establish correlation between 
measures but the roles of the strategic measurement systems remained complex; correlation 
became part of the mobilisation of performance measures in certain situations but not in all 
situations. Likewise, strategic performance measures were interpreted and taken into account 
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by managers but hardly in a way where a strategic objective was made clearer, stronger and 
more real by their interventions. Strategic measurement systems do not fill out of strategy; 
the translation is not ostensive. Instead, translation is performative so that each relation 
between strategic performance measures develops “displacement, drift, invention, mediation, 
the creation of a link that did not exist before” (Latour, 1999a, p. 179). This involves three 
movements: One that develops the strategic measurement system as a visualisation; one that 
creates investments of time and money in the name of strategy; and one that mobilises these 
investments. The two first movements constructs the entities of the strategic measurement 
system as managerial objects that can be contemplated, assessed, evaluated, and reformed at a 
distance (cf. Chua, 1995, Robson, 1992, Miller and Rose, 1990). The third mobilises relations 
between these elements testing whether they can be made strong and durable. Here the 
individuality of the elements fades away because each gains properties from the numerous 
new relations it engages when mobilised. Relations may be so strong that they displace 
strategic objectives; when this happens, strategy objectives are dominated by relations that 
they adapt to rather than drive. Strategic objectives may be strong in some spaces some times; 
but not in all spaces at all times. 
This conclusion does allow correlation to be powerful but not because it is an isomorphic 
representation of an underlying business model. It is one way to summarise the entities that 
have been put into the strategic performance measurement system, but there are other ways to 
develop such summaries. Correlation does not settle the relationship between the 
measurement system and the world; it is part of the entities that make up the system. This is 
important because then there is a separate question about the relationship between the 
strategic performance measurement systems and the world. They are important to the extent 
that they provide and single out objects for intervention; these resources or objects are 
important to the extent that they mobilise and displace strategy. Strategy can become so 
displaced that it bears little resemblance to its stated objective. This implies that explaining 
strategy benefits from being understood as process – as a process of strategizing. 
NSW Bank, with the strategic objective to become customer orientated, mobilised the Service 
Profit Chain as a strategic performance measurement system. This system explicated relations 
between investments in employees, in technology, and in customers, and financial effects, 
and the bank had established these relations statistically. It was mobilised in three different 
spaces. In the Extended Performance Accounts because of the correlations it helped 
increasing attention, resources and investments in all the entities along the Service Profit 
Chain. In Strategy Documents, however, there was a trade-off between elements of the 
Service Profit Chain where employees were substituted by technology. Here, there was a 
negative relation between the elements of the Service Profit Chain. Last when meeting the 
Back Office in the bank, the Service Profit Chain was tested over time in each of its links and 
the links between the elements of the Service Profit Chain turned out to be problems rather 
than solutions. 
This conclusion is developed in the following sections. The next section discusses strategic 
performance measurement, strategy and strategizing. This suggests that there is a role for the 
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mediation presented by strategic performance measures to understand strategy as a practice, 
which motivates the next section on the research approach of the paper. The empirical section 
describes struggles with presenting and executing strategy in NSW Bank. Then the findings 
are discussed which suggests that the strategy templates (customer orientation and the Service 
Profit Chain) are notable in strategizing activities and that none exists everywhere and all the 
time. Then conclusions are provided. 
STRATEGIZING AND ACCOUNTING AS RELATED ORGANISATIONAL PRACTICES 
Strategizing: Bringing people and process back 
Strategizing is a view of strategy as process which is critical of structural theories of strategy 
typically the ones based on economics (Johnson et al., 2007). For example, Whittington and 
Cailluet (2008) observed that over the last 30 years there has been a steady decline in interest 
for strategy planning activities to the benefit of the study of the economic performance effects 
of strategy (see also Furrer et al., 2008). The economics approach understands strategy as the 
relationship between the firm and its environment typically resulting in an efficient and 
optimal configuration. The competing theories are the positioning perspective and the 
resource based view. The positioning perspective understands strategy as a movement from 
the outside to the inside and focuses on external sources of competitive advantage in 
competition and market conditions (Porter, 1980, 1985) thus indicating that the environment 
curtails how strategy can be practiced. The resource based view sees strategy as the opposite 
movement from internal capabilities to markets suggesting that the firm‟s resource 
endowment shaped by its unique history and evolution provides it with a rare, non-imitable 
and non-substitutable set of resource stocks, routines, knowledge and capabilities that 
explains its performance (Barney, 1986, 1991, Grant, 1996, 1997, 1998, Teece et al., 1997, 
Teece, 2007).  
The concern with the transition between the external and the internal as the central topic is 
accepted by strategizing research; however, it claims that via economics the relation between 
the internal and the external is specified too weakly. Rather than focusing on the structural 
transition between the internal and external, the transition has to be understood as (a long) 
process where the internal and the external are built, understood, and transformed. This 
requires mindfulness of the diversity of practices that develop such understanding (Johnson et 
al., 2007). Strategizing re-appreciates concerns aired previously e.g. by Mintzberg and 
Waters‟s (1985) distinction between deliberate (intended) and emergent (realised) strategy, 
by March‟s (1991) distinction between exploration and exploitation strategies, and by 
Burgleman‟s (1966) interest in the evolution of strategy. Parallel to such insights, strategizing 
pays attention to social routines, organisational process, and decision making under 
uncertainty. Strategizing research attempts to introduce sociological and philosophical 
reflection to the study of strategy adding new theoretical resources broadly paying attention 
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to practices (e.g. Giddens, 1984; Latour, 2005).
8
 Strategizing proposes that efforts mobilised 
to identify and assess the internal and the external have been black boxed in previous 
economics based research (Johnson et al., 2003, 2007):   
“Traditionally, the strategy discipline has treated strategy as a property of 
organizations: an organization has a strategy of some kind or other. Increasingly, 
however, strategy is being seen also as a practice: strategy is something people do.” 
(Whittington, 2006, p. 613) 
Strategizing research pays attention to what people such as managers and strategy 
professionals do. Strategizing is activity (Denis et al.,  2007, Johnson et al., 2007, 
Whittington, 2007), a social process more than an economic effect (Paroutis and Pettigrew, 
2007, Jarzabkowski, et al., 2007), a mental activity rather than a material one (Hodgkinson 
and Clarke, 2007), and mediated by tools (Giraudeau, 2008). It is something that people do. 
With this set of resources strategizing concerns the processes, people and mechanisms by 
which strategy is developed and mobilised when it crafts the relationships between the 
internal and the external. Before the point of transition between the internal and external is 
established, effort is invested in drawing up the firm in its environment and in making 
proposals about the revision hereof. The claim is that strategizing will make strategy a more 
nuanced and reflexive field of inquiry. Yet, in spite of a professed interest in management 
tools, these are often studied as an appendix to organisational members‟ personal sense-
making, meaning and interpretation acts. Tools become inputs to which interpretive 
flexibility can be applied making the tool a resource for a broad spectrum of interpretations 
(Orlikowsky, 1992). This is where, potentially, some accounting research may add something 
appreciating the tool as constitutive rather than primarily a service (Boedker, 2010). While 
much strategizing research focuses on crafting strategy, there is less explication both of how 
it is drafted, i.e. how it grows though visualisation, picturing, and calculation (yet see 
Giraudeau, 2008) and of how it is mobilised as a practice (e.g. Ahrens and Chapman, 2007, 
Chua, 2007, Oakes et al., 1998). 
Practicing strategic performance measurement systems 
With its interest in practices, strategizing research shares an agenda with the accounting 
research that theorises accounting calculations as engaged in constructing the affairs and 
strategies of the firm (Chapman, 2005, Chapman et al., 2009, Chua, 2007, Miller and 
O‟Leary.2007, Jørgensen and Messner, 2010, Mouritsen et al, 2009, Skærbæk and 
Tryggestad, 2010). In this capacity, accounting calculations are understood to provide 
visibility and insights from where organisational problematisation takes place (Chua, 1995, 
Briers and Chua, 2001, Robson, 1992, Quattrone, 2009, Quattrone and Hopper, 2005, Preston 
                                               
 
8 Carter et al (2008) suggest that in organization theory more generally there is a much richer body of strategy 
research than the current strategizing movement takes into account.  
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et al., 1992); they constitute the concerns, interests and objects from which organisational 
concerns are found out and made into problems worth taking into account. Accounting 
calculations define the objects, times and spaces that are made to be of concern (Miller and 
O‟Leary, 2007, Mouritsen, 1999). 
Calculations are inscriptions on paper, in power-point slides and on computer screens; they 
are representations. However, there is a distance between the world and its representation. 
Hacking (1983) argues that representation is not primarily an act of copying the world but of 
making likeness of it. His innovative point is that a representation does not compete with the 
world but with other representations of the world.
9
 This point results in an important insight 
about management tools: They are visualisations – symbols on pieces of paper or in power-
point presentations – but it is easy to add a new element; it is easy to calculate differently; it 
is easy to add another graph; it is also easy to add another bullet point (see also Latour, 1986). 
It is easy to change a visualisation because the world being represented and re-presented does 
not change with the change in visualisation. The relationship between the visualisation and 
the world is initially about likeness, but at the outset it is not clear in which dimension or 
aspect this likeness is warranted. This dimension or aspect has to be added when the 
visualisation starts to move which happens the moment it has helped strategizers to 
problematise the world. Stategizers are concerned with changing the world in relation to the 
visualisation (Mouritsen et al., 2009, Skærbæk and Tryggestad, 2010). 
Strategic performance measurement systems are visualisations often understood to report 
multiple performances on paper, on computer screens, or in power-point slides. They firstly 
claim to implement strategy (Bukh and Malmi, 2005, Goold and Quinn, 1990, Ittner et  al., 
2003, Merchant et al., 2009). Secondly they define performance measures in many 
dimensions such as employees, customers, services and organisational arrangements often 
including a specification (a „map‟) of their relationships (Chenhall, 2005, Dikolli and 
Sedatole, 2007, McAdam and Bailie, 2002). Certain performance measures are inputs to other 
performance measures so that, for example, investments in learning and growth lead to 
performance in operations, which leads to performance in customer relations and ends in 
financial performance (Ittner, 2008, Dikolli and Sedatole, 2007). Research suggests, for 
example, a positive relationship between use of information about quality and 
implementation of quality strategy (Ittner and Larcker, 1997), and between information about 
                                               
 
9 Hacking speculates about the emergence of representation and conjectures that e.g. the quality wall painting of 
pre-historic time was more a matter of a competition between different painters than a competition between the 
mammoth or bison and the individual painter. The quarrel was not whether it was possible to see a bison or a 
mammoth but whether the painting of a bison or mammoth was of a better quality (in some aspect) than that one 
presented by another painter. The representation was not about the world but about the multiple aspects 
including politics, technology of painting, and status of painters that could count as providing quality to the 
painting. 
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customer satisfaction and a strategy promoting customer loyalty (Ittner and Larcker, 1998, 
Lambert, 1998). It has been noted, though, that correlations are often difficult to find and to 
justify (Ittner, 2008); it is difficult to establish and verify durable connections between 
customers, services and organisational arrangements (Malina et al., 2007, Merchant et al, 
2009). Such relations may often logical (Nørreklit, 2000, 2003) or hypothetical (Bukh and 
Malmi, 2005) rather than empirical. 
The difficulty of finding durable relationships between measures is less of a problem in 
research which is more concerned with practices. Here, measures are related not to each other 
but to decision making and intervention. They are related to managers‟ understanding of 
organisational concerns (Catasus and Gröjer, 2006, Catasus et al, 2007, Ezzamel et al., 2004, 
2008, Vaivio, 1999a, 1999b, 2004). Performance measures are understood as influential when 
they motivate strategizers to increase or decrease investment, activity or time (Mouritsen and 
Larsen, 2005). A concern for statistical correlation between measures is thus substituted by a 
concern for their effects on intervention. Here, performance measures are a proposition about 
the resources that are made amenable for intervention at a distance (Miller and O‟Leary, 
1990, Robson, 1992).  
This is relevant for strategizing because strategic performance measurement systems and 
other strategic managerial tools (Gireaudreau, 2008) express concerns to be taken into 
account by strategizers. They mediate markets and competition (vis-á-vis the positioning 
perspective) and internal resources and capabilities (vis-á-vis the resource based view). The 
strategizing process may travel far away from and emerge far from individual persons even 
those populating the strategy group; the strategic performance measurement system may play 
a role in this process because it distributes strategic concerns far beyond the assigned strategy 
group. Hence the research question: How are strategic performance measures involved in 
mobilising, translating, and crafting strategy?  
RESEARCH STRATEGY 
Approach 
The theme of the research is relations between strategic performance measurement systems 
and strategizing. Understood as practice such a relationship unfolds in episodes where the 
particular influence of performance measures in developing strategizing takes place. When 
looking at episodes, incidents of change and influence can be studied as propositions in the 
particular form offered by Actor Network Theory (Latour, 1999. p. 141): 
“Propositions are not statements, or things, or any sort of intermediary between 
the two. They are, first of all, actants. … What distinguishes propositions from 
one another is not a single vertical abyss between words and the world but the 
many differences between them, without anyone knowing in advance if these 
differences are big or small, provisional or definitive, reducible or irreducible. 
This is precisely what the word „pro-position‟ suggests. They are not positions, 
things, substances, or essences pertaining to a nature made up of mute objects 
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facing a talkative human mind, but occasion given to different entities to enter 
into contact.” 
Propositions add practices to measures and develop implications and effects. A proposition 
may die quickly or live for a time and influence the course of activities, the course of an 
argument, the search for new elements to consider in strategizing, or influence accounts of 
what strategizing can muster. Propositions may live for a short while or they may live for a 
long while; they may live within a small space or across large stretches of space. It is possible 
that a set of performance measures may exist strongly in some quarters of the firm and with 
much less power in other places. Likewise it is possible that at a point in time, the 
performance measure may be strong with links to many other entities while at other times 
failing to rally interest. It is also possible that at a certain point in time a performance 
measure may be linked with a positive implication for a certain effect and at another time a 
negative effect. 
Consequently, performance measures may have variable existences or effects which begs us 
to follow them “without stretching, framing, squeezing, and cutting them with the four 
adverbs never, nowhere, always, everywhere” (Latour, 1999, p. 156). To describe and 
understand process it is necessary to note how phenomena are proposed existence (i.e. 
influence and cause things to happen) across time and space (Latour, 2005). This involves the 
study of translations which develop “displacement, drift, invention, mediation, the creation of 
a link that did not exist before” (Latour, 1999a, p. 179). Translation emphasizes that when an 
actor gets into contact with other actors the collective work will develop. Latour‟s (2005, p. 
271) explains:  
“So, an actor-network is what is made to act by a large star-shaped web of 
mediators flowing in and out of it. It is made to exist by its many ties: 
attachments are first, actors are second.”  
Ties before actors define the actor network. Ties between are mediated; the specific 
assemblage of actors is formed by the mediator which provides a language that actors have to 
go through, or an equipment that actors have to carry. This extends the number of candidates 
that can speak and act in a piece of research. In particular this allows non-humans, such as 
strategic performance measures, to be actors when they influence how people propose to 
develop strategy. They define elements of the world to be taken into account even if it does 
not tell how taking into account happens. As the strategic performance measurement system 
is a non-human actor, its power can only be understood episodically when it has attracted 
relations to others. 
This research strategy thus aims to produce propositions about ways in which performance 
measures are accorded power to influence a course of events. This involves tracing 
propositions about power and causality attributed to performance measures when strategizing 
happens. 
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Research Method 
NSW Bank established a set of performance measures organised via the Service Profit Chain 
which was claimed to implement a strategy of customer orientation. Customer orientation (or 
customer intimacy) differs from technology orientation and cost minimisation (Tracey and 
Wiersema, 1995). Pursuing such a strategy, firms would be concerned to explicate customer 
wishes, to provide services to meet these wishes, and to design organisational arrangements 
to enable those services. 
The Service Profit Chain attributes a firm‟s financial and market performance to its 
relationships with its customers and employees.
10
 It suggests a strong and direct relationship 
between customer satisfaction, customer loyalty and the value of goods and services 
delivered to customers. It also points to significant links between customer satisfaction, 
employee loyalty and satisfaction. Strong links are claimed between these elements and 
overall profit and growth of an organisation (Heskett et al., 1994, 1997). The Service Profit 
Chain has been tested frequently in cross-sectional and archival research and even if the 
grand model is rarely supported in its entirety, many of its elements and relations can be 
supported by statistical correlations (Saura et al, 2005, Silvestro and Cross, 2000, 
Vandermerwe, 2000, Wang and Lo, 2003). 
NSW Bank is not a cross sectional setting but a single-firm setting. The research focused on 
translations of strategy in three different spaces. One space was the Back Office of NSW 
Bank which was the core service provider delivering infrastructure, group property 
management, information technology, outsourcing governance, loan documentations, and 
corporate services (including fraud, anti-money laundering and security). Another was the 
Extended Performance Accounts which reflected investments in intangibles and intellectual 
capital. The third was Strategy Documents which formulated objectives for Back Office. 
The empirical evidence consists of documents and interviews. As documents Extended 
Performance Accounts and Strategy Documents
11
 are articulated in text and pictures while 
                                               
 
10 The Service Profit Chain (see Heskett et al., 1994, 1997) is one example among other strategic performance 
systems based on a multiplicity of indicators such as the balanced scorecard, the intellectual capital statement, 
the performance pyramid, the performance prism, and The Tableau de Bord 
 
11
 Strategy Documents and Extended Performance Accounts for three years (Year 01 to Year 03) were content 
analysed to determine the presence of certain words or concepts within texts or set of texts. Content analysis 
reduces freely occurring text to a smaller summary of its propositions (Krippendorff, 1985). The unit of analysis 
was words which allowed computerized scanning of the documents (Gray, Kouhy, and Lavers, 1995). This 
method provides an indication of trends in documents via identification of properties such as frequencies of 
keywords to discover patters of its communication (Zeghal and Ahmed, 1990). 
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Back Office as an organisational entity are understood through interviews.
12
 The texts were 
directed either to an external audience (Extended Performance Accounts) or to internal 
decision makers (Strategy Documents); Back Office interviews were dialogues between a 
researcher and a respondent. Even if they are different types of articulation they all were 
related to questions and concerns about the strategy to become customer orientated via the 
Service Profit Chain. Even if they differed in articulation they produced written, verbal, 
calculated, or drawn propositions about the Service Profit Chain‟s causality, identity and 
influence. 
NSW Bank published Extended Performance Accounts in conjunction with its annual reports. 
The Extended Performance Accounts reflected the bank‟s performance for stakeholders 
including employees, customers, shareholders and the wider community, and they 
underscored the development of knowledge and intellectual capital as drivers of performance. 
They mobilised the Service Profit Chain and proposed that non-financial performances would 
lead to financial performance. This was measured e.g. as customer satisfaction, customer 
loyalty, employee satisfaction, investments in training, quality, and corporate social 
responsibility. These measures were said to correlate positively. 
Internal Strategy Documents proposed strategy for Back Office. These strictly confidential 
documents (which understandably required explicit confidentiality agreement) could not be 
revealed, but it was possible to use reworked examples, quotes or diagrams if they would 
keep confidential the specifics of strategy even if presenting the contours of its propositions. 
They mobilised the Service Profit Chain along with strategic management tools that 
compared the bank with its competitors. 
Semi-structured interviews were conducted with 14 senior executives in Back Office, with 4 
executives in Front Office business units who used the services of Back Office and with one 
executive from the Strategy Department that produced the Strategy Documents. The 
interview questions focused on links between strategies and processes in Back Office; they 
focused on understanding the effects of strategy on Back Office, the resource base of the 
Back Office, and challenges faced by Back Office management in executing strategy via the 
Service Profit Chain. 
Interviews with the heads of Front Office business units focused on their interactions with 
Back Office. Both sets of interviews were designed to develop focused, conversational, two-
way communication (Alvesson and Kärreman, 2007, Kreiner and Mouritsen, 2005). The 
                                               
 
12
 Typically, in accounting research text analysis has been executed in a financial accounting setting and 
interviews have been used in a management accounting setting. This research uses both methods and draws on 
both types of empirical material and it integrates the analysis of external reporting and analysis of internal, 
management oriented performance measures simultaneously. 
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information obtained from semi-structured interviews helped to provide reasoned responses. 
All interviews were tape-recorded and transcribed. 
STRATEGIZING AND STRATEGIC PERFORMANCE MEASURES IN NSW BANK 
The empirical account of NSW Bank‟s work with strategy, which is to be presented below, is 
organised around episodes where the strategic objective to become customer oriented was 
translated into managerial activities and concerns. This produces a fairly detailed empirical 
account because it requires consideration of the potentially multiple ways that the Service 
Profit Chain could be mobilised. Briefly, the empirical account starts from describing 
customer orientation as an explicit strategic objective and the role of the Service Profit Chain 
to achieve it. Then it goes on to see the translations taking place in Extended Performance 
Accounts, in Strategy Documents and in Back Office that proposed a series of different 
qualities, powers and concerns related to the customer. These then increased or decreased 
investment in resources. This was a long translation where not only customers but also 
employees and technology were proposed properties, powers and aspirations. 
Customer orientation as Strategic Objective 
NSW Bank‟s strategy was similar to that of every other bank. It did not position the bank in 
its unique segment but was more an institutionalised idea that therefore required execution to 
be central:  
“I don‟t think the bank‟s strategy is any different really to the other banks‟ 
strategy. So it comes down to execution, which comes back to my (...) point 
around intellectual capital, and how you prioritise, how you make decisions 
around which technology platforms to invest in, how well that platform stays 
the test of time. Something that realises half of its potential rather than its full 
potential can become quite a drain or a relatively poor return on investment.” 
(Paul, Chief Information Officer, Financial Group) 
Strategy was quickly displaced and dispersed into a series of execution actions. NSW Bank‟s 
objective to become customer oriented was easy to claim; but as execution it was understood 
to be a very long journey that potentially involved transformation of the most durable 
knowledge about customers, profitability, technology and the whole business: 
 “We‟ve been on the customer focused journey since the late 90‟s. It‟s a very 
easy thing to say, and if you‟ve been running your business for however many 
years around product P & L‟s, to swap to customer P & L is a huge underlying 
systemic change. And I don‟t just mean that in systems. I mean in the way you 
manage and focus, and everything up to the way we structure our business.” 
(Bruce, Head - Risk and Innovation) 
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Customer orientation, seemingly a good idea, was cumbersome since it required changes in 
systems, processes, and organisation. There were multiple, overlapping concerns some of 
which might easily be in tension such as relations between technology and workforce: 
“Deciding on the strategy; that‟s not the hard part. Then bringing the people 
along, when on behalf of the firm you reduce head count, and at the same time 
as you increase service levels and automation. There are some interesting 
cultural changes and challenges within the workforce as well.” (Penny, Head - 
People and Performance) 
Strategy was cheap while change was costly. Employee relations would be stretched; 
technology had to be made to perform in new ways; and customers might not know their 
preferences. A senior executive laid out the dilemma: 
“I think that we‟ve obviously done a lot of analysis about what drives customer 
satisfaction, so breaking it into its component pieces. And then we‟ve attempted 
to respond to those component pieces. My personal view is that because … we 
actually never sat down as an organisation and defined what customer 
experience was then we have actually had multiple definitions of customer 
experience across the organisation.” (Rob, Head of Strategy and Research) 
Customer orientation could be understood in several different ways. This questioned the 
stability of the customer which was echoed by the head of strategy and research: 
“We don‟t have that clear definition, and it‟s probably complex in that you‟re 
dealing with customers and people. I think what we‟re actually doing is we‟re 
making assumptions as to what drives customer satisfaction, we go out and 
build the capability to deliver on that assumption, but we never test the 
assumption in the first place.” 
Multiple definitions of customer-needs and -wishes created ambiguity, which resulted in 
uncertainty and ambiguity about the effectiveness of the range of available mechanisms to 
influence the level of customer orientation. As way out of this dilemma about, the Service 
Profit Chain was suggested as able to organise a system of antecedents to customer loyalty 
and customer value: 
“At a sort of macro level the way we articulate it, and that‟s effectively the way 
that we formulate our strategies, is the Service Profit Chain, and the linkage to 
the vision, mission, our customer focused strategy, the values that we have as an 
organisation and how we go about that. … We‟ve now got more detail around 
what does customer focus mean.  We have also changed one of our values from 
performance to achievement, which is just part of an alignment to drive a 
greater achievement focus. And I think we might have added some stuff around 
high performance culture.” (Trudy, Head of Operations) 
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The Service Profit Chain organised customer orientation and suggested that customer value 
was derived from customer loyalty. This was then derived from employees‟ efforts that again 
were facilitated by technology and organisation. So, the mechanisms to enhance customer 
value were to be found in employees and technology. The Service Profit Chain oriented 
managerial problems and strategizing activities. This was clear from the different translations 
of the Service Profit Chain in Extended Performance Accounts, in Strategy Documents, and 
in Back Office interactions; these translations are presented in the subsequent sections. 
The Service Profit Chain in Extended Performance Accounts 
The Service Profit Chain was very visible in Extended Performance Accounts (EPAs), which 
had been produced and published for many years.
13
 Relations between employee efforts and 
customer effects were highlighted and clearly articulated in graphs, words and pictures. The 
customer had full attention and e.g. Year 02 EPA elaborated the customer focus as follows: 
“A key component of the strategy is the NSW Bank customer service model 
which is built on three cornerstones: having a deep understanding of customers 
and their needs; providing value-adding solutions; and building long-term 
relationships with customers. We strongly believe that the only way to 
sustainably deliver value across our businesses is through the Service Profit 
Chain. We can draw a straight line between making superior customer service 
and sustainable profit growth.” (Year 02 EPA) 
This ambition required the bank to understand customers‟ needs, to provide solutions, and to 
build long-term relationship. The Service Profit Chain related internal practices, employee 
commitment, customer satisfaction and loyalty, profitability, and value creation. A 
justification of the relevance and importance of this model was the “straight line” drawn 
between its entities – this straight line was statistical correlation.  In order to fulfil the needs 
of customers, it would be important to know who they were and EPAs gave examples of a 
variety of customer needs that translated into many, often surprising, entities. 
For example, EPAs understood customers “to have access to the banking products and 
services they need”; it also “increased their money management capabilities” so that they 
could “manage risk appropriately”. EPAs also proposed that “activities of financial firms 
should not expose consumers to unnecessary or inappropriate risks” and “discounts on a 
range of environmental products” would be welcome. Customer orientation was related to 
“employees (since) how we treat them feeds through to our customers” because competent 
employees would be able to “speak with customers to understand their situation”; “customers 
                                               
 
13
 Extended Performance Accounts  included various indicators of what was termed the intangible, human 
capital that the firm possessed such as employee turnover, employee morale, employee satisfaction, work/life 
balance, employee commitment, training and development, male-female ratio, workforce profile, and diversity 
and opportunity.  
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want to talk to local staff about their financial needs”. In EPAs, customer orientation was 
related to “rebuilding the community”, “an ageing population” and “the particular needs of 
disadvantaged groups”. All these customer needs could, according to EPAs, be made real 
when employees “ensure that customers are kept well-informed.” The customer experience 
was also facilitated by new technology such as “Talking ATMs”, “our „e-statements‟ 
initiative” and our concern with “privacy and data security” and initiatives to “increase the 
(number of) branches with extended opening hours.” Customer orientation could also be 
related to “rescue helicopter sponsorships”, “the Dow-Jones Sustainability Index” and all the 
way through to “our objective to drive shareholder value; that is to positively impact the 
employee and customer components of our service-profit model.” 
Thus, EPAs exemplified customer orientation as products, as employees, as technology and 
branches at street level, as the local community, as environment, sustainability and rescue 
helicopters, and through to the capital market and shareholder value. EPAs proposed multiple 
ways in which it was possible to invest in customer orientation. They articulated the ambition 
of customer orientation as one of perpetual investment along the Service Profit Chain: 
investments in technology would be necessary to help employees, and investments in 
employees were important to increase customer value, which would increase shareholder 
value. The discourse was one of increase, and the ease with which the Service Profit Chain 
could articulate increasing value from investment expressed no hesitation: 
“Central to this is our belief in the „Service-Value Chain‟ linking employees, 
customers, the community and outcomes for shareholders – our full 
performance is only as strong as the weakest link in this chain.” 
Expansion was central because much more attention had to be paid to critical intangible 
performance drivers, as it was suggested in Back Office: 
“Perhaps it is because the value and loyalty of staff and customers is considered 
intangible and difficult to measure, perhaps it is because there has traditionally 
not been a great deal of transparency around them, but the fact remains that too 
little attention is paid to these critical performance drivers. We have seen them 
as critical to our success.” (Harry, Head - Investment Banking) 
These precarious value drivers were expected to have much power, and this was corroborated 
the statistical properties of the Service Profit Chain:
14
 
                                               
 
14 The qualities of these statistical tests have not been evaluated. It was only noted that statistical correlations 
were part of the justification of the power and solidity of the Service Profit Chain in EPA 
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“We‟ve evaluated the Service Profit Chain to check whether it actually applies 
within [our country], in terms of a national culture, and also whether it applies 
within banking. So we did some correlations to see whether our assumptions 
about the Service Profit Chain were actually valid. And we found that there is 
actually a two-way correlation between employee satisfaction and customer 
satisfaction.” (Paul, Head of Corporate Services) 
Statistical correlation justified the Service Profit Chain and correlation between employee 
and customer satisfaction was important since customers and employees could frictionlessly 
swap competencies; correlations told that customer orientation could be employee orientation 
which could be customer orientation. Employees and customers shared fate. 
This is an optimistic account of the power of the Service Profit Chain when it was allowed to 
work uninterruptedly. It was a clean and uninterrupted visualisation of key relations that were 
helped along by the words, graphs, pictures and also statistical analysis all of which were in 
its favour. However, in Strategy Documents the Service Profit Chain was interrupted by 
additions of strategy tools that made the visualisation of strategy a more complex one. 
Service Profit Chain in Strategy Documents 
While the Service Profit Chain helped EPAs to suggest continuous expansion and investment 
to develop shareholder value, shareholder value could also tweak the Service Profit Chain 
into a different operation. While to EPAs the Service Profit Chain predicted growth in 
precarious, intangible value drivers, Strategy Documents started in a different place even if it 
shared with EPAs the concern with the customer. A word count of EPAs and Strategy 
Documents illustrates this, see Figure 1: 
--- Insert Figure 1 around here (3-year average word-count of selected strategic objects 
per page in Extended Performance Accounts and in Strategy Documents) --- 
Figure 1 indicates that EPAs and Strategy Documents had a hinge in the customer, whereas 
other strategy objects varied.
15
 EPAs described customers, employees, stakeholders and 
social affairs; Strategy Documents, in contrast, focused on customers, cost, expenses, and 
capabilities. The customer was common but drawn into different associations.  
Strategy Documents were power-point presentations, whose number of pages was about 20% 
of that of the EPAs. Diagrams, graphs, and, numbers portrayed a change over time in various 
metrics mostly about costs. An important constraint was the objective for Back Office at least 
to maintain and preferably reduce cost. Back Office was a cost centre in NSW Bank and 
                                               
 
15 There is a significant negative correlation (– 0,28) between the two documents‟ counts of the various strategic 
objects per page. 
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provided value by reducing cost. Central graphs in Strategy Documents predicted reduced 
head count and simulations of cost-structure also predicted a downwardly sloping cost over 
time. Strategy Documents did not hide long term trends to reduce head counts, which to a 
certain degree was to be offset by increased technology investments. 
In addition to cost trends Strategy Documents also used strategy tools to provide a 
comparison with competitors. Areas such as “Sales & Services”, “Product & Offer 
Management”, “Operations”, “IT”, “People & Culture”, and “Core” were compared on a 
scale ranging from “Below Peers” via “At Peers” to “Above Peers”.  This evaluation 
suggested product, technology and IT to be “Below Peers” or “At Peers.” People and culture, 
in contrast, were proposed “Above Peers.” Products were described as “siloed, monolithic, 
inflexible and inconsistent”; IT was understood as “ageing and underinvested with no 
leverage from outsourcing”; operations were “manual, fragmented and poorly linked.” People 
and culture were presented as “above average commitment, but low consequence.” Strategy 
Documents then presented the development of IT, operations and product as critical while 
employees already were at a reasonable level even if more “customer focused objectives and 
ambitions” could be pointed to. In short, there was a reason to invest in technology and 
products but not in employees. 
The Service Profit Chain rendered structure to the analysis of capabilities and targets. 
Investment plans allocated resources to product transformation, to infrastructure, and to 
technology development while employee investments were far down the list. Key 
performance indicators for technology were “infrastructure rationalisation, expenditure 
reduction and simplified and consolidated IT processes.” Surprisingly, the same key 
performance indicators were attributed to employees. Technology and employees were 
organised towards the same purpose – the same KPI – but they were given opposite roles in 
this endeavour thus being trade-offs. Technology investments were to be financed by 
reduction in employment. 
In addition, key performance indicators for product transformation were found in 
“establishment of capability, and in reduction in full time equivalents.” Product 
transformation was said to be similar to customer orientation and Strategy Documents 
translated this as increasing investment in technology that was to be developed with 
heightened attention to the customer rather than to the product. The two large items of 
investments – product and technology – were connected since they both operated back office 
systems.  
In Strategy Documents customer and technology shared fate while, as suggested above, in 
EPAs customers shared fate with employees. This dilemma became clear in Back Office 
where EPAs‟ and Strategy Documents‟ hypotheses both required much effort. Mostly, these 
hypotheses were difficult to accommodate in Back Office and a completely new angle was 
invested to make room for customer orientation because even the Service Profit Chain was in 
need of felicitous circumstances. This will be shown in the sections below. 
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Making technology work in Back Office 
According to Strategy Documents technology was to be a lever for customer orientation and a 
sizeable investment program was suggested. However, such an opportunity was risky because 
it required a substantial transformation of the operations of the Back Office as explained by a 
senior executive: 
“We‟re still a product driven organisation I think. I mean I think we‟re trying to 
start to change our structure in the frontline to be segment based … which you 
can then say is more customer centric. We are trying to drive customer 
centricity if you like, but underlying that we haven‟t fundamentally transformed 
our products or the way we manage process. The way we manage process is 
still very much product driven.” (Jane, Head of Sourcing) 
The voice of the customer was far away and technology was close in Back Office. From the 
perspective of technology, customer orientation was to be made a procedure which could be 
connected to self-service capabilities but as envisaged by the head of portfolio management 
the effects of such an effort were uncertain at the time: 
“So one of our propositions on the table is the more we automate and the more 
we make things self-service, and the more we make things 7/24 then the 
assumption is that customer experience will go up. So you‟d think from a 
logical point of view that would be right. But we haven‟t actually tested it. So 
we‟re making this big bet … when I deliver this technology to the customer, 
will they be happier than they are today? It is based on the assumption they‟re 
not happy with technology today.” (Peter, Head of Portfolio Management) 
Uncertainties about the relationship between technology and customer-interests abounded. 
Even if investment in technology was an opportunity, ambiguities about customer-interests 
reduced Back Office enthusiasm to change technology: 
“Our Back Office relies on good tools, processes and people. And I think as an 
organisation we‟re not particularly good at committing to infrastructure 
investment and being really clear about what our end state is. And that makes it 
very difficult, because a lot of our investment would go, from a cost point of 
view, into Back Office, and I‟m not sure that we‟ve been able to solve that 
problem.” (Bruce, Head - Risk and Innovation) 
Committing to radical changes in infrastructure would be costly and risky. A more cautious 
strategy was preferred because it was difficult to predict where customer orientation would 
lead. The difficulty of imagining customer orientation drove interest back to established 
technology:  
“Well, it‟s obvious when you look at legacy technology, there‟s sort of two 
elements to it. I suppose one is the cost of maintenance, because often you‟re 
maintaining systems that the manufacturer no longer maintains…, and the 
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second thing is that it tends to mean that any changes you need to make to your 
systems, it‟s more difficult, because some of your core banking systems are 
your legacy systems.” (Lyn, GM, Group Property) 
Technology was difficult to change because of its size and criticality; this tied Back Office to 
the past. The progressive force ascribed to technology in Strategy Documents was curtailed 
by the history and capabilities of technology. When close to investment the statistical 
correlations that justified the Service Profit Chain were not comforting because they showed 
that customer orientation was expensive. 
When in action, technology was not presented as the friend of customer orientation that 
Strategy Documents envisaged. Therefore, in Back Office, employees were mobilised anew 
to show a competency that could stand for customer orientation as EPAs claimed they could 
do. 
Re-positioning the employee in Back Office 
As technology‟s ability to create customer orientation turned out to be fragile, Back Office 
attempted to re-position the employee as the central lever of customer orientation:  
“I think it comes down to, well what we are talking about when we say capital. 
Capital to me is the thing that makes the differentiator and adds value to the 
organisation beyond the normal valuation techniques. Why they pick NSW 
Bank ahead of a bank X or Y. And that‟s the differentiator, and that‟s because 
of the people they meet, and the solutions we provide, and the value we are 
perceived to add. And I‟d say, well that‟s the start of your measure of your 
capital, in my mind.” (Penny, Head - People and Performance) 
The re-positioning of the employee to be the entity to look after customers challenged the 
split of expenditure on employees and technology: 
“The key is intangibles. When you look at our cost base, half our costs are 
people. So that‟s a key intangible, our ability to utilise it. All be it, the mix of 
the business is changing. So one of the things that you will see over time is if 
you look at our split of costs at the moment, probably about 60 per cent of our 
costs are operation, and 40 percent technology. There‟s a reasonable view that 
in say six or seven years time that ought to have reversed, if not be more 
significant, so it might be 70 per cent technology and 30 per cent operations.” 
(Rob, Head - Strategy and Research) 
So, there was a problem after all. The proposed future cost structure of Back Office prevented 
employees from becoming spokespersons for customers. Here, employees had to make 
technology work while customers were out of sight:   
“There‟s also then an investment in people along that Service Profit Chain to 
make sure that they‟re customer focused, and their customer contact skills are 
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second to none. And that‟s certainly happening in the Front Office. We‟re just 
looking at what we need to do in Back Office to make sure that we can drive that. 
It‟s a bit of a mindset shift particularly in the support areas around having a direct 
line of sight to the customer, and understanding that the activities that they‟re 
undertaking actually do drive customer satisfaction.” (Trudy, Head of Operations) 
The possible sight of customers required a knowledge worker rather than a process worker 
who would be organisationally capable and not just technologically capable. The head of 
corporate services commented:  
“So if we‟re going to move from process to a knowledge worker, one of the 
assumptions that you could argue is imbedded in there, is that the only value 
that process workers provide to the organisation today is knowledge of process. 
So you get rid of them. This is the efficiency argument, but we haven‟t actually 
tested that this is the only knowledge they have. They may actually have a lot of 
other knowledge, and in fact you could argue they probably do because to 
actually resolve a problem we require them to work within their networks. So as 
soon as you punt them out the door, those networks go with them. And so 
you‟ve actually lost what is probably a very effective knowledge flow today. 
And I don‟t think those things are fully understood.” (Paul, Head of Corporate 
Services) 
The employee could be understood as not only as a person but as a whole network inside and 
beyond Back Office. This would caution against the retrenchment that budgets implied. Even 
if the knowledge worker was an interesting prospect, the budget made retrenchment the main 
agenda. Therefore neither technology nor employees could stand for customer orientation.  
Seemingly, the Service Profit Chan did not deliver here; Back Office had to find new options. 
One option, not well represented in the Service Profit Chain, was outsourcing: 
“Technology needs to be the enabler I think. Or it may be outsourcing, I‟ve 
outsourced the problem to somebody else. And all the jobs actually may not be 
in [this country], they might be somewhere else. I might be accessing a labour 
market in [a different low cost country], or somewhere else, to do some of those 
tasks. Because, one, we actually don‟t have the labour market in the country to 
do some of those tasks; or if we do, it‟s a hugely expensive labour force and a 
hugely choosy one, i.e. it‟s a buyer‟s market, and I‟m selling. So how do I make 
sure that the jobs that I have are good jobs, and at the moment I couldn‟t say 
that a lot of my jobs are good challenging jobs. A lot of them are process jobs.” 
(Jane, Head of Sourcing) 
Customer orientation was suddenly backed by outsourcing which moved activities out of 
NSW Bank. However, there were dilemmas also in outsourcing since the end-customer 
turned out to be more complex than this arrangement could carry. The Service Profit Chain 
had a problem since the employees who added value to customers appeared be outsourced 
employees. They were not even counted in the questionnaires that backed it up. 
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Re-positioning the customer 
More importantly, it was by far certain that the long-term customer relationship envisaged by 
customer orientation was possible not only for technological reasons nor for employee 
reasons, as suggested above, but also for market reasons:  
“I guess it depends on how you sell products. Do you sell product by building a 
relationship with the customer, and then through that the product-sell comes; or 
you just overtly go out and flog the product which is what the others out-there 
tend to do. They just put up a product and OK it‟s priced appropriately and they 
attract a customer base. So that‟s not necessarily developing a longer-term 
relationship at this stage. That‟s the way the market collectively has moved. 
Customer service now has become the mantra if you like, so if you don‟t go 
down that path (of long-term relations) then you‟re the odd person out, and 
people then tend to worry.” (Ken, Head of Infrastructure) 
Long-term customer relations were difficult because competition would not allow it. The 
complexity of the long run, or the customer life cycle, was impossible to control as the 
customer over a whole life-cycle time and again might be approached by specialised 
competitors who would seek out individual products and services and compete fiercely here. 
It would be risky to pursue a strategy making customer relations durable. Compare the 
following propositions: 
“But so if you look at where we lose customers, often you‟ve got the 
monoliners coming into the environments … So a monoliner comes in with a 
price or a service driven proposition. Of course that‟s all going to impact your 
environment.” (Trudy, Head of Operations) 
“It‟s a really difficult challenge because you look at all the new competitors, 
and someone comes in and they take a low cost, so they‟re going for price, or 
they buy market share or something like that. My view is you can either choose 
to compete on their terms, which means you follow them and do product 
matching, or I think we‟re at one of those tipping points where they‟ve all set 
the direction. I think you should compete on lifetime value of your customer 
relationships.” (Paul, Chief Information Officer, Financial Group) 
It was difficult to control competition and even if lifetime customer value was inspirational, 
customers would prefer cheaper monoliners. In effect, technology, employees and customers 
all made customer orientation problematical. The Service Profit Chain was optimistic but it 
faced several obstacles which re-formed the potential of the Service Profit Chain. There was 
also the hindrance of a constraining budget. Back Office was a cost centre that had to reduce 
costs. 
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Re-positioning Back Office in relation to revenue streams 
The Service Profit Chain did not identify cost as a central element but Strategy Documents 
did and this developed hesitation about the capabilities of the Back Office: 
 “At the most simplistic level we‟re about half the cost base of the firm. So 
obviously in a resource constrained model we have to manage those costs…. So 
our strategy is to hold costs flat and we‟ve been successful in that. They largely 
have looked on us as a cost centre. So their proposition to us is you‟ll help our 
business by keeping your costs flat, you do that and maintain your service 
levels, everybody‟s happy. It‟s not seen as a source of competitive advantage.” 
(Bruce, Head - Risk and Innovation) 
Competitive advantage appeared to be difficult in a cost centre such as the Back Office. 
Headcount reduction was part of the cost containment strategy, which made re-positioning 
the employee as the source of customer orientation fragile. Retrenchment could also be 
accelerated by outsourcing: 
“Because people up in group strategy had done some work on the value chain, 
and through quite liberal and arbitrary allocation of capital had worked out that 
the distribution arm creates all the money, the product arm is largely neutral, 
and the servicing and processing is value diluting. This drives your outsourcing 
model, because then you say well if it‟s value diluting, you might as well give it 
to someone who can do it cheaper because it‟s not adding any value. Then 
you‟re not going to do any damage. But having said that I don‟t think the 
dynamic between what Back Office does and creating value in the Front Office 
is well understood.” (Jane, Head of Sourcing) 
Management tools that were involved in allocating and distributing costs, capital and 
resources tended to describe Back Office as resource consumption. Front Office and Back 
Office were separated by budgets, and trust in the Service Profit Chain was questioned: 
”Well, you know we‟ve got articulated objectives around customer experience, 
for example. And a lot of those objectives require investment to be made to 
actually make some step changes in the customer experience piece. And I‟m not 
sure that we‟ve actually got the belief around the Service Profit Chain for us to 
make those investments.” (Trudy, head of Operations) 
Back Office was a cost centre and therefore an object for rationalisation. Strategy Documents 
proposed it as either a substitution of employment for technology or as a substitution of 
employment for outsourcing. This was the fate of a cost centre. 
Each of the three Strategy Documents presented a cost structure of Back Office. Year 03 
Strategy Document presented a new one which problematised its status as a cost centre. 
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--- Insert Figures 2 and 3 around here (Illustrations of cost structure in Year 01/Year 02 
and Year 03 Strategy Documents) --- 
Figures 2 and 3 reproduce two illustrations from Strategy Documents. In Year 01 and Year 
02, the initial pages of Strategy Documents presented the cost structure of Back Office 
providing a break-down of its expenses and head count along each of the support services. 
The expenses were summarised for Back Office. This was no agreeable prospect:   
“The cost focus strategy isn‟t a big picture for a unit like ours, it‟s not 
particularly satisfying. And then, if you inherently believe that you are part of 
the value creation, to have a purely cost focus strategy can be incredibly 
damaging to the franchise.” (Bruce, Head - Risk and Innovation) 
The cost focus was suggested as not the complete picture. It could not account for value 
added. 
However, Year 03 Strategy Document presented cost structure differently. Figure 3 presents a 
matrix where services were laid out laterally, and horizontally Front Office business units had 
their places. This diagram produced what was understood as a more customer centric model 
and Front Office was presented as customer. The costs of running Back Office were now 
related not primarily to organisational entities within Back Office; costs were presented as 
part of the resources necessary to run Front Office. As these business units would draw on 
several services the revised model of cost structure made Back Office‟s activities resources to 
the Front Office. It was suddenly possible to produce a profit statement per business unit 
where the resources of Back Office would also feature. Therefore, Back Office resources 
could, in principle, become an investment rather than a drag. The Year 03 Strategy Document 
noted that Back-Office was more connected with „growth‟ than efficiency in „cutting cost‟. A 
strategist argued: 
“Well the thrust has changed; two things have changed since Year 03. So the 
shift in focus – most of the banks including us went from an efficiency focus to 
a growth focus. So a lot of our investment shifted towards what we call the front 
line.” (Rob, Head of Strategy and Research) 
Year 03 Strategy Document emphasized Back Office‟s relation to Front Office business and 
an increase in overall spending was proposed. Rather than reducing Back Office, Year 03 
Strategy Document increased budgeted cost in order to support the growth of the business. 
Year 03 Strategy Document proposed Back Office to become more related to revenue 
streams which could prove its value to the bank via profitability. The cost category which 
increased the most was operations; operations also accounted for most of the employment. 
Year 03 Strategy Document boldly proposed that “the employee is a revenue driver.” 
Strategy Documents reinvented the importance of the Service Profit Chain‟s claim, which 
was centred in EPAs, that employee investments would be profitable. To allow the Service 
Profit Chain more power, a new felicitous condition was suggested as requiring Back Office 
to be positioned in relation to revenue streams. This was just the then last of the long list of 
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efforts to make the operation of the Service Profit Chain stronger by proposing new resources 
or new conditions. 
VISUALISING AND STRATEGIZING: ACTS OF STRATEGY AND STRATEGY AS ACHIEVEMENT 
The empirical account presented above is long because it is slow. It details translations within 
the strategic performance measurement system thus providing an account of the process of 
correlation; and it details translations beyond the strategic performance measurement system 
thus providing an account of it attachments when in action.  The empirical account shows 
how a strategic ambition to be customer oriented via the Service Profit Chain in NSW Bank 
developed surprisingly different effects when attached to three spaces: the Extended 
Performance Accounts, Strategy Documents, and Back Office. Even if, in principle, they 
built on parallel ambitions they made investments in customer orientation very different, and 
often contradictory, activities. Table 1 summarises briefly the key empirical observations.  
Insert Table 1 around here (Key empirical observations of strategizing and strategic 
performance measures.) 
The table summarises the empirical findings by observing the events, scale and, rhythm of 
strategy between the EPAs, Strategic Documents, and Back Office. In EPAs, strategy events 
are investments in an increasingly varied set of employee, technological and customer 
resources which also make up the strategic performance measurement system. All these 
elements are to be expanded and correlation between their representations in the strategic 
performance measurement system adds credibility to this position. In Strategy Documents, a 
set of strategic tools is added to the strategic performance measurement system which 
together make constraints and trade-offs visible. Employees stand in the way of technology 
which is seen to account for customer orientation better than employees. Last, in Back Office 
the links between the elements of the strategic performance measurement system are tested 
for their practicability and they turn to require additional resources or conditions to be even 
stronger. In short: a strategic performance measurement system is clear and strong when it is 
uninterrupted; it is strong but threatening when it is intertwined with other controls designed 
to trade off central resources; and it is in search for more associations and felicitous 
conditions when it is part of contingent and unfolding action. 
This brief statement contains three related conclusion that gradually develop an answer to the 
research question of how strategic performance measurement systems are involved in 
mobilising, translating and crafting strategy. Firstly, the visualisation found in the strategic 
performance measurement system and its associated strategizing action can be seen as a 
distinction between what is known about strategy and how strategy objects behave. The 
second point is that strategizing develops acts but strategy is not an act; it is an achievement 
which may be found close to or far from strategic objectives.  
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The strategic performance measurement system as visualisation – the knowledge effect 
The Service Profit Chain is a visualisation and presents elements to be taken into account. It 
may be constructed by many methods but it will always omit certain aspects of the world. As 
Latour (1986) has suggested, a visualisation does two things. Firstly it reduces the world 
because it transforms a three (or more) dimensional world into a two-dimensional 
presentation on paper. Secondly, it also expands access to the world as it allows entities that 
are separated in time and space to be presented next to each other. It reduces and extends the 
world. This makes the world amenable to intervention even is this cannot be complete 
because it transforms the times and spaces taken into account. In the visualisation the 
strategic performance measurement system separates and individualises entities to be taken 
into account such as the categories employees, technology and customers. This structure 
allows individual acts to be summarised as examples of the broader categories. So, the 
employee category report anything that can be attributed to the workforce, the technology 
category classifies anything that can be attributed to systems and procedures, and the 
customer category organises anything that can be attributed to demand for products and 
services. This procedure creates ability to intervene at a distance (Robson, 1992, Miller and 
O‟Leary, 1990). 
This is not surprising as such. Robson (1992, p. 689) suggested that “inscriptions refer to the 
various techniques of „marking‟ an object or event that is to be known - writing, recording, 
drawing, tabulating. „Knowledge‟ in this formulation is an outcome of the practical 
procedures of inscription, of the technologies for inscribing the world.” Likwise Chua (1995, 
p. 130) pointed out that calculations “appeared at the end-point of a cascade of inscriptions all 
carefully combined. Many traces had been expertly made into few.” And Miller and Rose 
(1990, p.5) said that to know requires a “procedures of notation, ways of collecting and 
representing statistics, the transportation of these to centres where calculation and judgments 
can be made.” 
It may be emphasised that there is a distance between the visualisation and the world. This 
makes the visualisation an account of knowledge of strategy objects, but in addition to this – 
as illustrated forcefully by NSW Bank – this visualisation is not strongly dependent on the 
world but on the procedures of crafting knowledge about the world. This can either be a 
procedure which summarises traces by increasing amplification which can end in a 
correlation. The correlation is here the last in a series of transformations that make 
knowledge about the complex setting an easy proposition. Or it could be a competition 
between different ways to trace the setting. The strategic performance measures can be traced 
into its correlations, but they can also juxtaposed with other management tools such as 
strategic models that pay attention to comparison between the firm and its competitors. The 
space of the visualisation is itself a variable; the methods for tracing are variable; and the 
mechanism of making evaluative judgment is variable. The competition to summarise 
concerns the design of the visualisation. In effect this concerns the question, what to omit 
from the visualisation.  
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Here, the visualisation creates overview, or oversight, because it has been stabilised so that it 
is analysable in the elements it makes management objects that can be increased or decreased 
(Mouritsen and Larsen, 2005). The gain is creation of distance and perspective but there is a 
loss from reduction of locality, contingency, and specificity. While the gain produces 
oversight understood as panorama; the loss is oversight in the sense of omission of detail. In 
spite of the oversight/panorama developed from knowing the three elements of the Service 
Profit Chain – employees, customers, and technology – in NSW Bank the plethora of the acts 
of strategy could not be predicted from them. These were often surprising – why is the 
customer category similar to “rebuilding the community”, “an ageing population”, “rescue 
helicopter sponsorships”, and “the Dow-Jones Sustainability Index”?  
Strategizing with strategic performance measures – the action of strategic objects 
Strategic performance management systems produce knowledge about the world by 
constraining it, but they do not take over the properties of the strategic objects. They have a 
life of their own. Because of oversight, in the sense of omission, the strategic performance 
measurement system‟s powers and effects are fragile. Frailty and surprise arise from 
associations and links between the entities of the strategic measurement system rather than 
from their individual sizes. While as panorama entities are disentangled, in action the links 
that associate entities to other entities which are thus entangled becoming indistinguishable 
and inseparable. The number of entities that are thus mobilised is higher than the number of 
entities in the visualisation because omissions return and become concerns. Even if 
visualisations may persuade strategizers that a certain relation can be changed or strengthened 
by a decision to increase of decrease investment, when this decision meets Back Office new 
obstacles emerge. The movement from disentangled strategic performance measures to 
entangled action requires attention to omitted concerns and critical detail. This is where 
strategic objects have a life of their own irrespective of how the visualisation has 
domesticated or omitted them. 
In Back Office the links between employees, technology, and customers were constantly 
tested. Again and again it turned out that neither the correlation between these elements nor 
their trade-off were durable. Back Office comprised a prolonged series of tests of links and 
associations which all turned out to be less accommodating than expected. Technology could 
not link up with customers because customers‟ wants were ambiguous. Employees could not 
link up with customers because budgets forced retrenchment. Outsourcing could not link up 
with customers because knowledge and flexibility were required. In addition to showing the 
difficulties of linking entities, Back Office also showed that in testing links and association, 
adding new conditions, actors or situations would make the link in question more probable. 
So, had it be known what customers wanted, it would have been possible to dramatically 
redesign technology. Had it been possible to provide better jobs, employees would have been 
more accommodating. Had it been possible to seal off competition life-cycle offerings would 
have been developed. These would have been felicitous resources. 
While it is possible to imagine that the links within the Service Profit Chain could be possible 
as such, Back office continually proposed new resources and circumstances that if mobilised 
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the likelihood of success of a link would be higher. While a frequent account would say that 
such new elements would form new conditions that would explain of even drive the success 
of the link (e.g. Ittner, 2008), in Back Office these new conditions were understood as a 
possible extra resource that would facilitate but not drive its success. Rather than causality, 
this is an association between old and new resources. It takes time to build associations 
because they have to be tested. Learning about the power of technology takes time, learning 
about actual and potential capabilities of employees and customers takes time, and the 
solutions that go beyond strategic performance measures such as profit centres have to be 
invented when all testing appears to fail. Testing in time and space shows how strategic 
objects have a life of their own independently of the knowledge of them developed in 
visualisations. 
This account of association follows the line of correlation meticulously. It can be noted that 
the speed of the correlation hides complexities, and slowness identifies the multiple frailties 
of any of the links. It shows that for any link to be strong, new things have to be added. This 
is not primarily meaning and interpretation (Ahrens and Chapman, 2004, 2007, Catasús et al., 
2007, Vaivio, 2004). It is rather a struggle with the materialities that have been omitted from 
the visualisation. Strategic objects have a life and history that the visualisation cannot fathom. 
Neither can managers fathom them because they do embark on a costly journey to test the 
links proposed by the visualisation. It is not easy for managers that competing visualisations 
even may propose conflicting behaviours of strategic objects – e.g. employees may be assets 
(EPAs) or they may be constraints (Strategy Documents). Strategizing in the form of action at 
a distance and intervention is a fragile endeavour. It cannot be assumed that strategic objects 
behave according to the knowledge about their behaviour that visualisations create. The 
history of the knowledge of strategic objects as summarised in visualisations must be 
separated from the history of strategic objects themselves. The history of objects in 
visualisations generalises and amplifies; the history of the strategic objects is local and 
contingent. 
Strategy and strategizing – strategic acts and strategic achievements 
Strategizing research attempts to describe and explain practices of strategy making 
(Whittington, 2006, 2007). Its aim is to substitutive economics based theories of strategy such 
as competitive strategy (Porter, 1980, 1985), the resource based view (Barney, 1991, Teece, 
2009) and transaction cost economics (e.g. Williamson, 1999) with a sociology of the work 
of a strategy group or a top-management team. Economic explanations have been substituted 
by social explanations to account for the strategy object. Social interaction has taken over the 
explanation from economic forces since now it is done by people and not by impersonal 
economic forces. Yet, it is not quite clear why these are different. Can people‟s actions – 
what they do – not be motivated by economics arguments? 
NSW Bank emphasises another aspect of strategizing. The visualisation connects external 
conditions and internal resources and resolves the economic theoretic conundrum whether the 
external or the internal are primary actors in strategy. Without noticeable difficulties the 
visualisation is able to let competitive position and capability sit easily next to each other. 
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The visualisation inscribed economic forces through entities such as competition, market 
share, intrusion of monoliners, development in customer base, and requirements for 
profitability. These were the economic entities toward which NSW Bank responded. This is a 
simple account of economic forces but it is one that does not have to assume optimality or 
efficiency. The visualisation also inscribed resources along the Service Profit Chain in the 
form e.g. of employment and employee satisfaction, technology investments, and in terms of 
customer profiles and customer satisfaction. Yet this visualisation does not present resources 
as rare, un-imitable, un-substitutable and valuable. They are mundane, generalised resources. 
Employees are employees, and if not then they are differentiated against markers such as age, 
education, tenure, and gender. These are neither as rare, valuable, non-imitable, nor non-
substitutable resources. They are managerial objects that allow action at a distance rather than 
forces that explain the success of a strategy. 
The optimality to which structural solutions aspire is difficult to fathom empirically. 
Presumably a situation characterised by optimality is one where time stands still and nothing 
moves. It is a place where if you move a bit in any direction, you will be punished because 
in-optimality sets in. Such a place is never experienced by managers and strategizers. They 
face issues and concerns and these are never understood to be in optimum; they are 
understood to require effort – acts of intervention. This can probably be accepted by 
strategizing theory since this is a statement about managers doing something. But this does 
not explain where strategizing happens and how it comes about. NSW Bank helps to show 
that strategizers may not hold the key to strategizing. They may be observing things via their 
visualisation but strategy effects may occupy the space which is omitted from the 
visualisation. So, it may be that when people do strategy, they do not necessarily do it. 
There is a difference between acts of strategy and strategic achievements – between act and 
achievement (Ryle, 2000). Acts can be performed as discretionary activities such as 
investment of time, effort and money. An achievement, however, is not a decision: It is no act 
to say that the bank wishes to become customer oriented; but it is an act to say that the bank 
spends money on a rescue helicopter. It is not an act to say that the bank wishes to generate 
shareholder value; but it is an act to say that the bank outsources its process work. There is an 
uncertain relation between strategic acts and strategic achievements. People do acts, which 
follows the ambition of strategizing research, but which achievements do they reach? 
This was not a difficult distinction for actors in NSW Bank. Strategy was quickly displaced 
and a concern for execution took over. Execution is acting. The hinge between execution and 
strategy was the Service Profit Chain which was the only procedure for realising the strategic 
objective of customer orientation. However, when the Service Profit Chain was mobilised it 
turned out to be governed at least as much by its multiple associations as by customer 
orientation. Rather than driving strategy the strategic objective adapted to operations. For 
example, technology commitments appeared at least as strong as customer orientation; cost 
management was at least as strong as the customer strategy; head count reduction was at least 
as strong as long-term customer relations. In effect, the strategic objective could be seen as 
just a small addition to or challenge of operations. Strategy got displaced into operations. In 
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other words the achievement lay in the associations that the Service Profit Chain had to pass 
though. 
This observation suggests that achieved strategy is neither a concretisation of an established 
idea, an idea that travels from one place to another, nor a discourse that it embedded in 
practice. This offers an alternative to Vaivio‟s (1999a, 1999b) great account of the 
development of a representation of the customer. In his account the customer is increasingly 
inscribed – even if under conditions of conflict and disagreement – by a social discourse of 
the customer. This motivated the firm to develop new “new calculable spaces ... that 
penetrate into protected organizational niches, regulating practices, forging new routines and 
consolidating the interests of expertise” (Vaivio, 1999b, p. 690). The non-financial customer 
information helped to achieve a version of orientation. The strategic achievement is 
sedimented in increasing clarity and power, and the customer becomes a vehicle for control 
of employees. Likewise Ezzamel et al.,‟s (2008) thoughtful illustration of how the whip of 
the market was sedimented in the accounting tools that made it present. It was “articulated 
through a proliferation of accounting metrics and calculations that intermediated between the 
strategic preoccupation with securing financial profitability, as demonstrated by the share 
price, and the operational challenge of squeezing costs and improving margins to boost short-
term performance through outsourcing, programme management and divestment”  (ibid., 
2008, p. 107). The strategic move remained stable and performance measures provided the 
tools that increasingly made shareholder value possible.  
In both Vaivio‟s and Ezzamel at al.‟s accounts, a fixed strategy, idea or discourse drives the 
scenery of the explanation. Strategy is filled out and concretised by performance measures. It 
is true that managers and strategist may do work that assumes that the object being crafted is 
a concretisation of strategy such as customer orientation but the surprise in NSW Bank was 
that they were operating an object whose boundaries they could not fathom. Not only were 
their visualisations more ambiguous than the ones described by Vaivio and Ezzamel et al. 
Neither were strategists aware of the challenges posed by the relations and assemblages of 
strategic objects that were part of the operation of the strategic performance measures in Back 
Office. Strategic objects could draw on a strategy that would require the strategic objective to 
change ambition and adapt e.g. to operations and technology strategy. 
There was a role for strategic objectives, though. They did justify the strategic performance 
measurement system and its translations into EPAs and Strategy Documents. This allowed 
strategizers to make decisions and allocate resources. These were acts, but their fate was not 
in the hands of strategizers. Therefore, strategy as achievement is not necessarily a thing that 
strategizers do. Strategizing is a much more dispersed set of acts including things that in 
visualisations had been put to rest but in action turned into actors which had problems with 
customer orientation. Even strategizers were overwhelmed by the complexity of things they 
put in action. Strategy is not necessarily things that (strategy) people do. As an achievement 
strategy is a network, and it may work according to movements that are only marginally 
dependent on the work of strategists. When all the tests of customer orientation had been 
performed in NSW Bank and it was realised that neither technology, employees nor 
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outsourcing would easily bring customer orientation along. Then a giant leap was welcome: 
Make the Back Office part of the income stream and reduce its character as cost centre. This 
last link was a huge inversion of the Service Profit Chain because then the stake was not the 
individual links one by one – it was the felicitous resource that would make the operation of 
the Service Profit Chain possible in its entirety.
16
 How could a question of financial structure 
be a response to customer orientation? This was neither an effect of the Service Profit Chain, 
the EPAs or the Strategy Documents themselves but of the associations they spun in Back 
Office. 
CONCLUSION 
Compared with research that at least to a degree attempts to gauge the realism of strategic 
performance measures by statistical correlation, this study focuses on the strategizing effects 
of performance measures. Then they are not understood in relation to each other but in 
relation to managerial effects. This involves three movements. 
Firstly, it is necessary to build a strategic performance measurement system. As other have 
also suggested this is a process of developing or inscribing a visualisation hat enables action 
at a distance. However, such action is precarious because the visualisation is not credited for 
a correspondence with a world. It is the result of competition between different ways to 
represent. Correlation may be important but only because it is a way to develop a new, more 
generalised entity on top of the entities that have been brought into the visualisation in the 
first place. 
Secondly, the visualisation points out entities which managers take into account. However, 
visualisations compete and they can mobilise the strategic performance measurement system 
differently. This dramatises the point that any visualisation differs from the world. It is by 
omission that the visual stands out. This creates overview and oversight in the sense of 
panorama 
Thirdly, oversight can also be understood as omission of critical detail. When the 
visualisation moves into action its simplification and generalisation meets details and 
complexity. The strength with which action at a distance can be envisaged cannot be 
performed. In action the links in strategic performance measurement systems are tested and it 
turns out that there is more friction than expected. Many of the links require many new types 
of resources to become sustainable. There is a long and arduous testing of its relations. When 
the strategic performance measurement system is a visualisation it is clear and silent because 
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 It is impossible to know whether this new resource would make the operation of the Service Profit Chain 
smoother because the research process stopped. There is no reason to assume, though, that even with this 
resource that all distance between the visualisation and the events of strategy will be reduced. There will still be 
openings that require links to add yet new resources. The strategic performance measurement system never 
stops to work and never stops make things visible by omitting the detail of events of strategy. 
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it has disentangled the entities; when it is in action it moves in the links and the visualisation 
is a blur and noisy because entities are entangled. 
Fourthly, since the complexity of the world is found in the links and relations between 
entities, the strategic objective that motivated the visualisation faces displacement. Over time 
other strategic objects may become stronger than the strategic objective. In this case even if 
strategizers‟ attention is put on the strategic objective it has to adapt to a whole series of 
challenges each of which may not accommodate it very well. When this is the case, strategy 
as achievement may be beyond the attention of strategizers. Strategizers can develop acts of 
strategy, but they cannot control the achievement of strategy. This is a much more dispersed 
space that includes both visualisation tools, and the variety of strategic objects that continue 
to be influential even when top management wishes to change strategy. 
These conclusions explain how strategic performance measurement systems are involved in 
mobilising, translating, and crafting strategy. They introduce a layered set of effects 
compared with research that primarily understands such systems as attempts to organise 
multiple measures so that they stand for strategy, and so that relations between leading and 
lagging measures can be established. Here, representation and practice are conflated. When 
considering strategizing as a process, however, it turns out that a gain in the strategic 
measurement system is to make problematisation possible, but the loss is that solutions 
require more attention to locality and specificity. 
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Figure 1: 3-year average word-count of selected strategic objects per page in Extended 
Performance Accounts and in Strategy Documents 
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Figures 2 and 3: Representations of accounting calculations from Strategy Documents 
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The events of strategy.  
Extended Performance 
Accounts:  
Investments in a varied 
set of elements that 
continues to expand. 
Strategy Documents: 
 
Reallocation of resources 
and specification of 
targets, objectives, and 
trade-offs 
Back Office:  
 
Spending time, money, 
persuading people, 
making projects, and 
testing the strength of 
associations. 
Scale of strategy; the 
choreography of elements 
taken into account. 
Show the objects that 
inhabit the elements of 
the strategic performance 
measurement system.  
Show the elements that 
stand in the way of other 
elements; together they 
connect the external 
position and the internal 
resources. 
Show the history events; 
focus on efforts to 
propose and test the 
possibility to make links 
powerful and stable. 
Rhythm of strategy; the 
temporality and time 
horizon taken into 
account. 
A long path towards the 
future. Knowledge tested 
by means of statistical 
regularity of movements 
between elements. 
A distanced trade-off. 
Knowledge developed by 
means of ranking of 
capabilities and 
investment needed to 
close gap with 
competition. 
A hesitant and fragile 
process testing links. 
Knowledge developed by 
real-time experiments 
successively established 
to evaluate the 
actionability of strategy. 
Table 1: Key empirical observations of strategizing and strategic performance measures. 
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Paper 2: The Performance of Intellectual Capital: Mobilising Relationships 
between Intellectual and Financial Capital in a Bank 
Vijaya Murthy and Jan Mouritsen
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University of Sydney and Copenhagen Business School 
 
Abstract  
Purpose – 
This paper analyses the relationship between intellectual capital and financial capital using a 
case study. This makes it possible to discuss how intellectual capital is related to value 
creation with a degree of nuance that is absent from most statistical studies of relationships 
between human, organisational, relational and financial capital. 
Design/methodology/approach – 
The paper uses a case study of a firm that invests in intellectual capital in order to develop 
financial capital. It traces the relationship between intellectual capital elements and financial 
capital via interviews. This allows the development of a nuanced account of the performance 
of intellectual capital. This account questions the universality of the linear model typically 
found in statistical studies. The model makes it possible to show how items of intellectual 
capital not only interact but also compete. 
Findings – 
Relationships between intellectual capital and financial capital are challenging to specify 
because they are complementary rather than causal. Financial capital is not only an effect but 
also an important input because the development of intellectual capital takes place through 
the firm‟s budgeting processes. 
Research limitations/implications 
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The findings suggest future development of accounts of the role and performance (strength) 
of intellectual capital be developed around imaginative, perhaps recursive and certainly 
dynamic, statistical models and/or more inclusive case studies of the various elements that 
influence the development and transformation of intellectual capital. 
Practical implications 
The case study suggests that investments in intellectual capital happen in the context of many 
other investments. Bounded by the budgeting process, intellectual capital has no separate 
agenda and therefore, intellectual capital investments compete with other types of 
investments.  
Keywords  
Intellectual capital, budgeting, performance, management control 
Paper type 
Research paper 
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Introduction 
The research reported below extends knowledge about the performance of intellectual capital. 
Intellectual capital is typically understood to consist of human capital, which is creative, 
organisational capital which consists of best practices, and relational capital, which draws 
knowledge from, and develops knowledge about, suppliers and customers. These elements 
are often understood to form a sequence so that human capital is antecedent to organisational 
capital which again is antecedent to relational capital, which then translates into financial 
capital. 
This model can, however, be challenged in two ways. Firstly, each of the elements of 
intellectual capital – human, structural and relational capital – has a fragile identity and 
causality, and therefore it has only limited individual power to increase creativity, to 
consolidate best practice or to extend relationships with suppliers and customers. Intellectual 
capital elements may summarise certain practices, but these practices are so diverse that they 
do not provide intellectual capital elements with strong distinct power and causality. 
Secondly, the model indicating a positive relationship between the elements of intellectual 
capital and financial effects is too coarse. Financial capital in the form of a budget may 
reverse the relationship between financial capital and intellectual capital, where financial 
capital rather than being an effect of intellectual capital may be an input to, and often a 
constraint of, the development of intellectual capital. 
This paper explores these relationships using a case study of NSW Bank (pseudonym). While 
prior research has identified difficulties in establishing credible, statistical relations between 
non-financial and financial performance measures (see e.g. Ittner, 2008; Wyatt, 2008), NSW 
Bank was able to establish stable statistical relations between intellectual capital and financial 
capital. There was high correlation between human capital, organisational capital, relational 
capital and financial capital. While it is not difficult to imagine that managers struggle to 
establish rapport between intellectual capital and financial capital when statistical relations 
are absent, it is surprising to learn that this is also a problem when they are present. The study 
of NSW Bank is interesting because, in this setting, it is expected that the management of 
intellectual capital via non-financial performance measures would happen without friction. 
But the study shows that the mere existence of correlation does not make the case of 
intellectual capital strong. 
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The theme of correlation is relevant for intellectual capital research (Ittner, 2008; Wyatt, 
2008). Generally, cross-sectional research on intellectual capital has not primarily been 
concerned with the links between individual non-financial indicators, but more with relations 
between constructs of human, organisational, relational and financial capital. These 
constructs (based on questionnaires rather than archival data) comprise a variety of broad 
competencies and capabilities that together define the size and quality of intellectual capital. 
This research is able to suggest with significant statistical support that elements of intellectual 
capital tend to correlate positively with each other; it can be argued that the performance of 
human capital influences the performance of organisational capital and of relational capital, 
and eventually the interactions between these elements correlate positively with financial 
performance. The statistical models of intellectual capital suggest that investments in 
intellectual capital are associated with financial outcomes. It appears that in many cases 
intellectual capital does correlate with financial capital (e.g. Youndt et al, 2004; Wang and 
Chang, 2005; see also section 2). 
This should make the case for intellectual capital easy but it is not. The problem is that cross-
sectional research when generalising the effects of intellectual capital tends to omit the 
managerial practices that develop and mobilise intellectual capital. The sequence of causality 
includes few variables and tends to ignore the frictions experienced by managers when they 
grapple with questions about increasing or decreasing intellectual capital. Managers may 
attempt to establish activities that develop the links between the elements of intellectual 
capital; these are investments that cross-sectional research does not study. For managers the 
links are activities and investments; for cross-sectional studies they are correlations 
(Mouritsen, 2006).  
This paper addresses this gap in the literature where cross-sectional models explain the 
effects of intellectual capital but ignore managerial concerns about investment in and 
allocation of intellectual capital. In an attempt to consider this gap the research question 
asked is: How do managers mobilise intellectual capital? Drawing on material from field 
work undertaken in NSW Bank‟s efforts to devise and translate a knowledge based strategy 
to become more customer oriented in its investments in intellectual capital, it can be observed 
that there are many surprising trials involved in mobilising intellectual capital. A key finding 
is that intellectual capital does have the positive agenda of growth proposed by the 
intellectual capital model where it is understood to bring financial capital forward. Yet, the 
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dilemma is that intellectual capital is not only a resource; it is also expensive and has to 
compete with many other types of investments that emerge as part of organisational processes 
such as financial planning and budgeting. The translation between elements of intellectual 
capital is thus not only progressive; it is also potentially regressive because trade-offs have to 
be made both between elements of intellectual capital, and between intellectual capital and 
other types of capital. In NSW Bank organisational capital was favoured over human capital. 
This suggests that the conclusion drawn by cross-sectional research, that human capital drives 
the other types of capital, is fragile. 
The paper is organised as follows. The next section reviews prior literature to understand the 
interactions between the elements of intellectual capital. The third section accounts for the 
research strategy used to collect data. The fourth section introduces the empirical site, NSW 
Bank, and presents evidence for interactions between the various elements of intellectual 
capital and with financial performance. Discussion is provided in the fifth section and the 
conclusion in the final section. 
Relationships between Elements of Intellectual Capital and Financial Capital in the 
Literature 
The three elements – human, organisational and relational capital – play a central role in 
theorising intellectual capital. Some research focuses on the properties of the elements of 
intellectual capital, identifying the „size‟ of the three elements in annual reports and the 
statistical relationships between the three elements. A second type of research, more 
concerned with field-based observations of managerial practices related to intellectual capital, 
questions these findings and focuses on managers‟ attempts to manage (via) intellectual 
resources. This field-based research identifies uncertainties in the roles and consequences of 
intellectual capital in firms. It finds intellectual capital is more fluid and identifies the 
problems of managing it.  
Cross-sectional research on the properties of intellectual capital elements 
A significant amount of research on intellectual capital has been concerned with gauging the 
extent to which it exists in firms‟ account of their resources. Analysing annual reports from 
companies in various parts of the world, this research has examined intellectual capital 
reporting patterns of organisations (e.g. Guthrie and Petty, 2000; Brennan, 2001; Bozzolan et 
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al, 2003; Olsson, 2001; Abeysekera and Guthrie, 2003; Petty and Cuganesan, 2005). Guthrie 
et al. (2000) suggested that, at the time of their study, in Australia the most reported 
intellectual capital element was relational capital (40%), with human and structural capital 
reported equally (30%). In a Sri Lankan study conducted by Abeysekera and Guthrie (2005) 
the proportion of relational capital reported (44%) was more than human capital (36%) and 
organisational capital (20%). Brennan (2001), in her study of the intellectual capital reporting 
pattern of Irish firms, found a more even split across the three categories. In Guthrie et al.‟s 
(2006) study of disclosure of intellectual capital, relational capital was the most popular, at 37 
per cent, human capital accounted for 35 per cent and the least reported was organisational 
capital with 28 per cent. Such research illustrates that relational capital is given slightly more 
emphasis in annual reports than the other two intellectual capital elements. When companies 
report on intellectual capital they frequently build all elements into the reporting picture so 
that their intellectual capital reporting reflects broadly on the firm‟s knowledge resources. In 
effect the research discussed here suggests that there is a concern with all the elements of 
intellectual capital.  
Second, there are many different types of relationships between the elements of intellectual 
capital. Investigating the statistical properties of  relationships between human capital, 
organisational capital and relational capital, Bontis (1998) suggested that human capital leads 
to organisational capital and relational capital and then on to financial capital. While he found 
no relationship between organisational capital and relational capital, it seems that increasing 
human capital led to increasing levels of organisational and relational capital, which in turn 
led to increasing levels of financial capital (see also Martin de Castro and Lopez Saez, 2008). 
In a later study, Bontis (2004) corroborated human capital as the primary source of 
intellectual capital and found that an emphasis on human capital allowed for better 
understanding of the hidden values of intellectual wealth. Human capital seemed to be a 
precursor for the intellectual wealth of a nation but it had to move through organisational 
capital to develop future research and development activities. Bontis (2004) argued that with 
the development of human capital, a nation‟s ability to merchandise its intellectual capital 
improved resulting in higher financial prosperity. Likewise, Namasivayam and Denizci 
(2006) claimed that human capital interacts with organisational capital to create, acquire, and 
employ customer capital that then would enable continued organisational success. They 
suggested that the human capital practices of an organisation support employee creativity to 
improve the delivery of value to customers; this operation requires well-established processes 
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(organisational capital) to facilitate „insourcing‟ of external knowledge assets (relational 
capital) before which human capital may be ineffective. Therefore, the relations between 
human and organisational capital account for the creation, development and harvesting of an 
organisation‟s customer capital. Chen et al. (2005) suggested that intellectual capital not only 
has a positive impact on present financial performance, it also indicates future financial 
performance. Likewise Wang and Chang (2005) suggested that human capital does not affect 
performance directly; rather this relationship is mediated by the other intellectual capital 
elements. Human capital affects organisational capital (innovation and process capital), 
which influences relational capital. Relational capital in turn contributes to financial 
performance. These cross-sectional studies indicate that it is possible to identify relationships 
between the elements of intellectual capital and resulting financial performance. This 
research suggests, generally, that in a sequential model of intellectual capital, human capital 
is prior to organisational and relational capital; these are then associated with financial 
capital. Notably, all relations are positive and it may seem from this research that 
maximisation of all elements would be financially appropriate.  
However, there may be trade-offs between the elements of intellectual capital. Youndt et al. 
(2004) found that organisations tend to focus on one type of intellectual capital; they suggest 
that multiple forms of intellectual capital may be unproductive. Only a few organisations 
reach high levels of all three types of intellectual capital. Yet they also suggested that 
intellectual capital is typically associated with financial returns and Tobin‟s q. Huang and Liu 
(2005) employed multiple regression models to examine the relationships between innovation 
capital and information technology (IT) capital (i.e. organisational capital) and firm‟s 
performance. They found that investment in organisational capital has a positive effect on 
performance, but when the investment exceeds a certain level, it has a negative effect on 
performance. Moreover, investment in IT has no significant effect on business performance 
but the interaction between IT and innovation capital shows a positive impact on 
performance. Consequently, not all investments in intellectual capital elements are profitable; 
sometimes investments in intellectual capital may not be profitable unless the elements of 
intellectual capital are put together in a form unique to the firm or the situation (see also 
Vergauwen et al, 2007). 
Cross-sectional literature seeks to find causality between intellectual capital elements and 
financial performance. This is an optimistic agenda and, in general, its findings place human 
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capital as the starting point of intellectual capital, with organisational and relational capital 
the next steps in a path towards financial capital. The interactions between the elements of 
intellectual capital are noteworthy. However, there are many variations on this model in the 
literature. Sometimes not all elements play a role because certain combinations of elements 
will favour either a human centred or a technology centred organisation. Although most 
research suggests positive relations between the elements, a few studies caution that there are 
optimal levels of investment in each of the elements. 
Field-based research about elements of intellectual capital 
Cross-sectional research explains that intellectual capital is present in firms, that there are 
relationships between its elements and that intellectual capital has to be contextualised by 
other resources including physical and financial ones. However, these studies pay only scant 
attention to how the performance of intellectual capital is realised, how intellectual capital is 
mobilised and how trade-offs are made.  
Relationships between elements of intellectual capital may be dynamic. Pike et al. (2005) 
mapped the dynamic interaction and transformation of the intellectual capital elements. Based 
on case studies they found that human capital was the primary resource followed by 
organisational and relational capital. The interaction between human capital and 
organisational capital was strong, while interactions between relational capital on the one side 
and human capital and organisational capital on the other were weaker. Marr et al. (2004) 
used a new form of strategy map to visualise how elements of intellectual capital interact to 
create value by illustrating how intangible assets are converted to tangible outcomes. They 
claimed that intangible assets are embedded in physical assets and considerable interactions 
between both types of assets create value. This dynamic intellectual capital research says that 
there are multiple translations between the elements of intellectual capital (see also Beuno et 
al., 2006; Dumay, 2009; Jhunjhunwala, 2009). These studies suggest that the elements are 
closely related to conventional assets and difficult to separate. Mouritsen and Koleva (2004) 
show that organisational capital organises human and relational capital, and Thorbjørnsen and 
Mouritsen (2003) show that human capital is intrinsically intertwined with organisational 
capital. 
Others pay attention to how intellectual capital information may make managers more 
uncertain, rather than reduce certainty. For example, Catasus and Gröjer (2006) show that 
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intellectual capital information influences managers‟ thinking about the future even if it does 
not settle the future. Cuganesan (2005) explored how intellectual capital information is 
loosely and fluidly related to managerial and corporate concerns and found relations between 
intellectual capital elements to be transient. Vaivio (2004) says that non-financial information 
can develop organisational problematisation suggesting that the future could be different 
from what it is even if not predicting how it will be. Catasus et al. (2007) analysed the 
unpredictability of the use of indicators and Johnson (2002) suggested that it may be counter-
productive to measure all intellectual capital because sometimes the elements are highly 
involved in mediating managers‟ concerns but not always with similar and predictable 
effects. In all these instances, information is input rather than output and the concern is 
therefore to study how intellectual capital information plays a role. A common point is that 
the actions made possible by even the very smallest and possibly insignificant items of 
intellectual capital information can travel far and produce effects not thought of in advance. 
This research is concerned with managers‟ individual and collective use of indicators of 
intellectual capital. It confirms that it is not easy to bring out the stable relationships between 
non-financial indicators and financial effects (Ittner, 2008; Wyatt, 2008). But this research is 
also concerned more with the role of indicators developed in the field and used by managers 
than the structure of the elements of intellectual capital as defined in cross-sectional 
intellectual capital research. There is a difference between cross-sectional and field-based 
research; the former is interested in the structure of the model, while the latter is typically 
interested in how managers make sense of individualised indicators. There is a need for 
research that addresses the model of intellectual capital from the perspective of the field. 
Therefore the research question of this paper is not specifically about the use of indicators but 
about the activities and investments that managers mobilise to manage intellectual capital. 
Research Strategy 
A field study is useful when the research question concerns interaction (Creswell, 1998; 
Scapens, 1990; Scapens  and Roberts, 1993) since it is possible to collect „rich data‟ (Yin, 
1994) that allows access to situated interactions (Tellis, 1997). Such an approach has the 
potential advantage to find elements and events that are important for the role and 
characteristics of intellectual capital which have not been incorporated into the cross-
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sectional models. The advantage is the potential discovery of new conditions and interactions 
that are important for understanding how intellectual capital is mobilised. 
Data was collected from multiple sources such as annual reports, stakeholder impact reports, 
internal strategy reports, and semi-structured interviews. Semi-structured interviews, which 
this study draws on, were conducted with 14 senior executives and with 40 employees from 
different levels within the organisation.  
Senior executives were interviewed about strategies of the organisation, the role performed 
by the back office and the challenges faced by the management in implementing strategies for 
the entity. Interviews with employees focused on their accounts of work life experiences. 
Throughout the interviews the main attention was on respondents‟ explanations of human 
capital, organisational capital and relational capital. This analytical strategy aimed to identify 
links and relationships between the intellectual capital elements. When respondents proposed 
new barriers to the power of intellectual capital or new conditions for its existence, this was 
noted as enhancing the power of an explanation of the role and character of intellectual 
capital. In this way, it was possible to detect surprising explanations about the role of 
intellectual capital. In particular, this approach increased attention on the role of budgetary 
pressures and of trade-offs between the elements of intellectual capital. 
The research site is the back office of NSW Bank, which was the core service provider within 
the group, delivering services such as infrastructure, group property management, 
information technology, outsourcing governance, loan documentations, and corporate 
services (including fraud, anti-money laundering and security). Having piloted the 
preparation of intellectual capital through so-called Extended Performance Accounts to 
understand the performance of intangibles (EPA, 2005) this bank was a useful research site 
because intellectual capital was claimed to be important in the development of the firm. Over 
some years the bank had even developed a framework to describe extended performance and 
it had used this to emphasise the role of knowledge and intellectual capital as primary drivers 
of performance. There was a strong claim about intellectual capital performance leading to 
financial performance. This organised non-financial measurements about customer 
satisfaction, customer loyalty, and employee satisfaction, investments in training, quality 
measures, and measures about corporate social responsibility. NSW Bank mobilised extended 
reporting of intellectual capital as one element in the development and implementation of 
corporate strategy.  
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The collection and interpretation of empirical evidence was informed by actor-network-
theory. Particularly, actor-network theory‟s advice to structure the empirical findings as a 
chronology has been important because this allows the research to find surprising, interesting 
new elements and links between elements in the theoretical explanation. According to actor-
network theory, researchers have to attempt to record the translations that happen over time: 
The task of the researcher is not to impose order, limit the range of acceptable 
entities or add reflexivity to [actors‟] practice. But follow the actors, their wild 
innovations, methods, and accounts (Latour, 2005 p.11)  
In the case of NSW Bank, actor-network theory was used to follow as many relationships 
between the elements of intellectual capital as possible and see how, over time, these 
relationships transformed and developed new propositions about their sequence, power and 
causality. In this sense, the research aims to study the links between the intellectual capital 
and financial capital by slowing the speed of the explanation and attempt to account directly 
for the role and power of the elements of intellectual capital, their relationships to each other 
and their relationships with financial capital. 
This involves the study of translations; paying direct attention to “displacement, drift , 
invention, mediation, the creation of a link that did not exist before” (Latour, 1999, p. 179). 
Translation emphasises the displacement that occurs when an actor gets into contact with 
other actors because no actor has sovereign power since any actor is a network. Or with 
Latour‟s (2005) explanation:  
So, an actor-network is what is made to act by a large star-shaped web of mediators 
flowing in and out of it. It is made to exist by its many ties: attachments are first, actors 
are second (Latour, 2005, p. 217).  
Studying NSW Bank from this perspective involves observing the translations that human, 
organisational, relational and financial capitals go though over time. The empirical storyline 
is organised to test claimed stability of the intellectual capital model by showing how 
management is involved in mobilising intellectual capital when intellectual capital itself is 
also a possible actor that may force managers into new unexplored territory. 
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The Case of NSW Bank Investing in Intellectual Capital 
In 2006, the bank‟s vision, mission, values, strategy and key objectives were first 
communicated to stakeholders by way of the extended reporting model. The bank‟s vision 
was to be a great Australasian company in helping customers achieve their financial 
aspirations. Customer focus was its strategy and the mission was to be number one for 
customer service in the Australian banking industry. The business strategy of the bank 
centred on superior execution through outstanding leadership, committed people, quality 
processes and embedded values. The bank proposed that it could deliver value across its 
business through relationships between internal practices and employee commitment, 
customer satisfaction and loyalty, profitability and value creation. It relied on a direct link 
between superior customer service and sustainable profit growth. 
The Bank‟s belief in this link did little to recognise the problems facing managers when 
working to develop and mobilise intellectual capital. The intellectual capital model translated 
easily from employees through customers through to financial results. However, it was 
quickly found that in practice the process of managing intellectual capital was intertwined 
with another process – a budgeting process. The following sections are organised in 
accordance with the sequence of corporate strategy, which was translated in many situations 
and with different effects into the budget process and the intellectual capital management 
process. The narrative starts from a statement on the positive relationship between intellectual 
capital and financial capital. Then it discusses the customer (relational capital), goes on to 
budgets (financial capital), moves further to technology (organisational capital), and last to 
the employee (human capital). This was the sequence of managing intellectual capital that 
came out of the case study material. 
Minding financial capital via intellectual capital 
NSW Bank presented its intellectual capital as a non-financial model that explained financial 
effects by a model that “link[s] employees, customers, the community and outcomes for 
shareholders” or as suggested by John, a manager in Back Office: 
Perhaps it is because the value and loyalty of staff and customers is considered 
intangible and difficult to measure, perhaps it is because there has traditionally 
not been a great deal of transparency around them, but the fact remains that 
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too little attention is paid to these critical performance drivers. We have seen 
them as critical to our success. 
These precarious value drivers were proposed to have much power. Any positive impact on 
employees could have a positive impact on customers and develop business opportunities that 
would have a positive effect on shareholder value. But would this hold? Its statistical 
properties added credibility to the model:
17
 
We‟ve evaluated the model ... so we did some correlations to see whether our 
assumptions about the model were actually valid. And we found that there is 
actually a two-way correlation between employee satisfaction and customer 
satisfaction. (Bill, Head of Risk Management) 
Statistical correlation justified the relevance of intellectual capital and then to some degree it 
was possible to substitute concerns for financial capital with concerns for intellectual capital.  
Minding the customer (relational capital) 
NSW Bank launched a „One Point Contact‟ customer charter to initiate change within the 
bank with a strategy to substitute a concern with products to one with customers. „One Point 
Contact‟ was a commitment from the bank to the customers that they would provide an 
appropriate answer to the customer within an appropriate time without passing it around. A 
comment from Alex, an employee at the collections team: 
We have a “One Point Contact” policy; we try to satisfy the customer on the first 
call. We always have someone to follow up steadfast.  We try to have one person to 
look after the customer from beginning to the end, one person to deal with this 
customer especially if it is for an outside customer… 
This concern to mind the customer influenced the development of business processes in NSW 
bank since it both motivated re-training the bank‟s employees and automating systems and 
                                               
 
17 We did not evaluate the qualities of these statistical tests; only that they were part of the discourse of 
intellectual capital. 
 
194 
 
processes to be able to deliver customer orientation. A comment from David, a senior 
manager, gives a picture of the change: 
I guess it‟s just having run a model that was quite different for a number of years, 
we‟ve been on the customer focused journey since… [8 years]. It‟s a very easy thing 
to say, and if you‟ve been running your business for however many years around 
product P&L, to swap to customer is a huge underlying systemic change. And hI 
don‟t just mean that in systems, I mean in the way you manage and focus, and 
everyone up to the way we structure our business. 
The back office, which developed, operated and maintained the bank‟s systems and 
processes, saw itself as confronted with a new stage of its strategic and cultural development. 
The focus was gradually shifted from efficiency and cost cutting to enterprise-focused 
capability development, which would lead to improvement in customer experience through 
customer focused services. However, the strategy was time consuming and created 
disorientation within the back office. This was explained by Sally, the Head of Portfolio 
Management: 
Well I think our core value proposition is to help keep the lights on, and that is that it 
actually provides a stable operating environment by which the business operates in. 
So in value proposition terms the back office is sort of process driven as opposed to 
service driven. And as an end consumer it‟s sometimes very difficult to see the lens 
by which the back office applies its business model to that of its internal customers... 
I think their structure doesn‟t assist the creation of value at this point in time, in that 
it‟s not customer aligned or process aligned, heavily matrixed, and I think it creates a 
distraction to the customer… 
The back office could only reach the end customer through the front office; process activities 
in the back office were translated into service activities via the front office. This was a long 
translation and the value of the back office was not obvious. This translation was made more 
difficult by the back office being a cost centre which thus  had no income generating potential 
and could only establish itself as productive for the group by keeping costs level. To achieve 
this, back office relied on headcount reduction and outsourcing. This created a potential 
negative effect on employee morale that eventually was seen to impair customer satisfaction. 
The Head of Operations Linda explained this claim: 
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Like in my instance, it might be we can reduce our staff numbers by three hundred, 
well great reward. And I could quantify that, and I could put a value on it, and can 
tell you exactly what I can do for you in that space. But the risk side of it, in terms of 
gee wizz what‟s going to happen to your service levels when you want to give 
service calls to if you take away three hundred people, what‟s going to happen to 
morale, what‟s going to happen to customer experience… 
Customer service was linked to employee morale; budgetary constraints would challenge first 
employee morale and then customer relations. By these translations, financial capital would 
impact human capital and in turn relational capital negatively.  
Minding financial effects (financial capital) 
The relationship between human and relational capital was challenged by financial 
constraints. With a view to improving this relationship, NSW Bank attempted to invest in 
infrastructure, information technology and automation of processes (which was the task 
portfolio of the back office). It introduced investments in organisational capital to reduce the 
reliance on employees in the pursuit of customer satisfaction. This substitution of human 
capital for organisational capital was, however, linked to a possible increase in the short-term 
cost because of investments in technology. The budgeting process introduced a concern with 
the bank‟s financial focus, James, the head of outsourcing group commented: 
Though it is fun and interesting to have a conversation around long-term, in 70% of 
the cases the bank would sacrifice our long-term goals for the short-term 
deliverables. Therefore it is easier to take costs out of the operations area where the 
short-term cause-effect is seen immediately and the long-term cause-effect does not 
normally get the focus that it craves. 
The schism between the short term and the long term did not favour the long term; the long 
term was the intellectual capital formula understood as “long-term cause-effect” relations, to 
be found between investments in intellectual capital financial returns. The sacrifice of the 
long term – which allegedly happened in 70% of the cases – motivated managers to continue 
safe and predictable activities rather than experiment with innovative change, says Paul, 
General Manager Group Property: 
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There‟s nothing particularly innovative about Six Sigma. It‟s a methodology that 
plays in the known space. And so here‟s my… version, to be truly disruptively 
innovative, you need to be playing in the more complex… discontinuity space. And 
as an organisation, because of the focus on the short term earnings, we have a big 
reluctance to play. 
Six Sigma was a methodology for making known processes more productive and, as Paul 
suggests, the short term would make the bank reluctant to use innovative technology in the 
pursuit of improved customer experience. Jill from the collections team pointed out: 
Well we‟ve got some great technology to help our customers, but NSW Bank tends 
to be a little bit stuck in the 20th century… Currently we‟re trying to establish 
something within Collections, a new voice technology…. an automated voice… and 
we were just about to roll it out, and then a whole heap of people came out of the 
woodwork and said, no, no one‟s ever done it before, we don‟t know how people are 
going to react… if we‟re always following and not actually leading, well we‟re 
never going to be this number one service provider. 
Technology – an item of organisational capital – could be a new voice talking to customers 
(relational capital) but there were two possible disruptions. One was that financial capital 
would not allow investments to happen; another was that human capital would react with 
hostility. Neither human nor financial capitals were in favour of organisational capital; they 
hindered its potential. 
Minding technology (organisational capital) 
Financial capital was a constraint but it was not a complete barrier to organisational capital. 
Some funds were allocated to technology investments and upgrades commenced. However, 
to make technology capable of customer orientation was a significant challenge since at the 
time, technology was organised around products rather than around customers. The benefits 
of automation were to increase productivity, but would productivity be similar to customer 
orientation. John, an executive from the back office, explained: 
What are we seeking to excel at? Well we want to excel at all points on that value 
chain. But it depends on which part of that chain you‟re talking about, because there 
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are areas there that we‟re under considerable margin pressure for example. An 
example of that would be on corporate superannuation, we‟re a major player in that 
market, but there‟s substantial margin pressure around that, because of industry 
competition particularly from Industry Funds that have a larger part of that. So the 
proposition there has to be to provide value by reducing costs and improving service 
at the same time. 
NSW bank attempted to benefit from automation, but its efforts faced the risk of pushing its 
customer orientation backwards second to cost savings. Technology was seen to reduce cost 
and increase productivity; this could be translated into service as predictable execution of 
processes. However, technology was not necessarily very flexible and might not be customer 
oriented. Building customer orientation and changing technology away from product 
orientation was complex and therefore there was a requirement to prepare employees to use 
new technology constructively. It was acknowledged that technology needed complementary 
investments in employees‟ skills and training was sought to equip personnel with skills to 
communicate better with customers as Lawrence from the documentation department pointed 
out: 
We do have programs that have targeted that, particularly the Reach Program about 
providing information out to the front line people. And we have in the NSW Bank 
Academy is providing training to those front line people in term of experience in 
what we need to do.  
Training did meet obstacles, however, since technology was not quite ready. George from the 
loans team commented that training did not suit the „actuals‟ and employees were left 
confused about rather than clearly understanding the functioning of the new technology: 
When we‟re trained initially, work‟s like A-B-C-D, this is the practice and stuff like 
that. It‟s when we actually get out of the training wheel and we are put into some 
team, it is completely opposite.” And “We had our training on „[The IT system]‟. 
Even during the training we had problems as well, the system wasn‟t working…. so 
we‟re left confused. 
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While training was hampered by lack of technology, it was also challenged both by its cost 
and by its effectiveness due to staff turnover. Amanda, the Head of Human Resources 
explained:  
I think look at the capabilities of the people that we have at the moment, and 
particularly turnover rates in process jobs. There at such a level, you can see issues 
around training, bringing new people into the organisation, a loss of knowledge. I 
don‟t know what it is now, but the branches used to turnover their workforce every 
three years type thing, which is just huge, and it‟s worse in regional areas. So you‟ve 
got the high induction training, recruitment… 
In spite of regular training schedules, it was difficult to retain existing knowledge and 
effectively transfer knowledge. Amanda further commented that: 
Having a quite constrained type view on resourcing, you don‟t have a lot of capacity 
to train and train well, and the efficiency that would depend on how well you 
transfer your knowledge. And we‟re not at a stage where we really understand those 
dynamics, but we do understand how important they are. 
As organisational capital, technology was a drain on financial capital because to transform it 
to suit customer orientation (relational capital) it needed investment. The mediation between 
organisational and relational capital required on the one hand outlays of financial capital and 
on the other it required complementary investments in human capital. The constraints of 
financial capital had a negative impact on organisational capital, however, because 
technological change was only partially accomplished and was late. Financial capital first 
economised organisational capital and then this impacted the returns on investments in 
human capital negatively because training was delivered on only partially developed 
technology. 
Minding the employee (human capital) 
Training was seen as only a partial success for employee capabilities, but in addition because 
budgets were constrained generally, staff turnover was exacerbated by restructuring and 
downsizing employee numbers. With downsizing, employees suspected that the bank was 
targeting everybody in the department.  Jackie from the collections team explained: 
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I think sometimes they get rid of people who are actually good, you know…now 
you‟re downsizing you get rid of them. It‟s really sad that they‟re losing so much of 
experience and skills… 
Downsizing impacted employee capabilities. Although it was expected the speed of 
downsizing due to automation increased workload and the benefits of automation appeared to 
arrive late rather than early, in the process creating a pressure on employees. Rob, an 
employee from the cards team commented that there was an air of insecurity and employee 
morale was down: 
The new processes and the new technology aren‟t in yet, so it‟s kind of like doing 
something before it happens. They noticed their staff numbers are going to reduce 
based on the new technology that we‟re going to get, so why not wait until after that. 
I can understand getting rid of poor performers, but there‟s a better way to do that, 
an easy way to do that without actually targeting everybody. So by doing what 
they‟ve done recently they‟ve created an environment where people don‟t feel 
secure. 
However, management suggested that restructuring could be positive as it could help the 
employees get new and challenging opportunities.  John, head of strategy said: 
If you do a good job, I guess the likelihood of you being put in that (being 
retrenched) position is less, but still I think people now accept that you don‟t have a 
job for life. A lot of people are quite happy with the way that things are, because 
there‟s lot more opportunities to have a more flexible lifestyle, and so there‟s certain 
costs that have come, but there‟s certain benefits that have been delivered. So 
personally I think it‟s good, it‟s good. 
Employees did expect restructuring, but they questioned its timing which seemed to 
demoralise rather than create opportunities for employees. Michael from the risk and 
innovation team said:   
That (restructure) did come from the top, that wasn‟t an internal, that‟s happening 
across the bank and you can see that happening across the bank. And I don‟t 
disagree with it happening, I think occasionally you do need to do retrenchments and 
stuff, but I think they go too hard, too soon... 
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The patterns of retrenchment, more than the expectation of retrenchment, could result in 
demoralised employees.  
NSW Bank‟s management understood that automation could result in the possible loss of 
knowledge and personal networks existing in the business. Therefore, the bank encouraged 
redeployment of employees skilled, knowledgeable and capable of providing value to the 
organisation. The bank collected information on tacit skills of employees from their peers and 
managers. George from operations team said: 
…And management have all got together and collated a lot of the information, part 
of them being the core comps that other people have done on people. And due to the 
core comps they were given, be they good or be they bad, other people have lost 
their job due to that…And so that caused a lot of people not to be reemployed, 
caused them to lose their job. So, you have to be very honest when you give those 
appraisals on people. 
Employees claimed that if they had good personal relationships with the manager they could 
be recognised, redeployed and promoted but if they had a strained relationship then they 
might be made redundant irrespective of their capabilities. Anita, a junior manager from the 
operations team remarked: 
I‟ve been restructured into sales and service team. And I suppose the new manager 
that I‟m reporting to who‟s Neil, he‟s very appreciative, I find him to be a very 
appreciative manager. He recently nominated me for an award, which I won. So it 
was good to get some recognition, because previously you can work a lot and not 
achieve a lot of recognition. 
Alex from the collections team commented: 
I think the bad things that tend to happen are more with your immediate manager. 
Maybe someone has been treated unfairly,... So the manager may assess your 
performance based on what they think you‟re doing, which may be a very small 
amount of what you really do. it happens to a lot of people, is that you feel that not 
only is the review not fair in that way, but during the last six months or twelve 
months you know your manager didn‟t really know what you were doing on a day to 
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day basis. So I think that as far as I know, from other colleagues on different teams, 
that seems to be a common thing that occurs at review time. 
Relationships between managers and employees were difficult themes to resolve. While 
discussing this issue the Head of Risk and Innovations team, Bill said   
We know that there are major relationship issues with…say for example…Sally a 
team leader and her employees. Sally is a good worker who gives the bank a million 
dollars profit every year. Rather than questioning her with her relationship issues we 
tend to just focus on the returns she brings to the bank. We really don‟t worry about 
her people skills…because at the end of the day it narrows down to money. 
Issues such as automation of a product focused process, ambiguous training programs, 
incomprehensible restructures and strained relationships were proposed to effect customer 
service negatively. Employees felt unable to cope with work pressure and they suggested that 
management did not respond to the root of the problems. Employees appeared to understand 
the importance of positive customer experience, but they saw themselves as hampered in this 
venture due to increasing workload. John from the property team said: 
I don‟t know, like I‟ve been thinking there‟s no One Point Contact. Because a lot of 
customers have been thinking every different person tells different stories, and they 
have to speak to different people all the time. Yes, there‟s no One Point Contact 
really for us here. We have spoken to management about it, but they said yes 
because it‟s just the recent restructure, we‟ve still got to fine tune things. 
This rather sad conclusion strongly reflected that intellectual capital was difficult to put in 
place. Human capital did not lead to relational capital because of financial capital. There was 
an abundance of obstacles to prevent the success of intellectual capital. Intellectual capital 
faced many different trials. 
Relationships between and Identities of Financial and Intellectual Capital 
The storyline developed above extends knowledge of relationships between elements of 
intellectual capital by focusing attention on managerial use of intellectual capital information 
(e.g. Catasus and Gröjer, 2006; Catasus et al., 2007), on the ambiguous relationships between 
intellectual capital and organisational outcomes such as innovation (Cuganesan, 2005; 
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Mouritsen et al., 2005), and to relationships between intellectual capital information and 
knowledge management strategies (Mouritsen et al., 2002). Specifically, the storyline helps 
to focus on how actors such as managers and employees develop and act on the three 
elements and their relationships (Mouritsen, 2006). Other research has developed and tested a 
model where human capital leads to financial capital mediated by organisational and 
relational capital. The study of NSW Bank suggests that the relationships between the 
elements of intellectual capital are more complex and more fluid even in a situation where we 
should expect intellectual capital to be easily and simply managed; after all, in the bank, there 
was an established statistical model that documented statistically significant and positive 
relations between the elements of intellectual capital so that happy employees, happy 
customers, and happy shareholders would co-exist. 
However, such insight does not describe the management of intellectual capital. The 
management concerns that can be noted from NSW Bank extend the knowledge of how 
intellectual capital performs. The study of NSW Bank illustrates that the composition of 
elements of intellectual capital is more a set of trade-offs between investments in various 
elements of intellectual capital than a model proposing investments that augment all these 
elements because the budget makes intellectual capital an object of economising. When 
intellectual capital is economised it is constrained and reduced, and its effects will be more 
uncertain than expected by the intellectual capital model. In NSW Bank the logic of the 
intellectual capital model can be laid out as in Figure 1, which is a statement not only of the 
rhetoric of intellectual capital but also of the statistical correlations that the bank had 
developed. The evidence of the more detailed case study of NSW Bank presents a process 
more akin to Figure 2, which illustrates how relations between the elements become strained. 
Insert figures 1 and 2 around here 
Figure 1 resembles the intellectual capital model, even if it starts from organisational capital 
rather than from human capital. NSW Bank wished to automate customer-oriented processes 
(organisational capital) and improve employee capabilities (human capital) through training 
to develop a high performance culture and improved employee commitment. This was 
proposed to lead to improved customer satisfaction and enable customer loyalty (relational 
capital). An increase in customer loyalty would increase customer value and in turn increase 
shareholder value. This is as a flow of investment in organisational capital and human capital 
which will generate customer relations and financial value. 
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Figure 2, in contrast, illustrates multiple pressures present when intellectual capital becomes a 
management object. There are challenges, disruptions and contradictory effects. The ambition 
to invest in intellectual capital to develop financial capital is questioned by budget 
restrictions. Both managers and employees understand that intellectual capital is not only an 
asset; it also requires financial resources and is then also a liability. Intellectual capital may 
lead to financial capital, but financial capital may also lead to intellectual capital. The model 
of intellectual capital is therefore underdetermined.  
Figure 2 also illustrates that there may be substitutions between the elements of intellectual 
capital. It is possible to substitute organisational capital (technology) for human capital 
(employment). Investment in organisational capital is financed by reduction in human capital. 
Reduction in human capital is not only reduction of employment; it is also loss of knowledge, 
and of morale with the advent of uncertainty. Increasing organisational capital comes with a 
loss of human capital. However, increasing organisational capital is an ambiguous move 
because there is uncertainty about the possibilities of technology to automate processes. 
Complete automation would be highly costly, and therefore because budgetary constraints 
also limit the expansion of organisational capital, it is also deficient in some ways and then 
there is a return of human capital to resurrect the problem of organisational capital. 
Organisational capital had not become customer oriented and front line staff was encouraged 
to make the translation from technology to customers. Human capital was no precondition for 
organisational capital; neither was it its effect. Human capital was much more related to 
organisational capital; it was part of the constitution of organisational capital. 
Figures 1 and 2 together also illustrate the dilemma that it makes perfect sense to prioritise 
relational capital found in customer relations and suggest that happy customers make happy 
shareholders and at the same time suggest that budgetary constraints will not allow this 
understanding to unfold. Where financial capital, such as shareholder value could be 
presented as a by-product of customer value, financial capital also provides constraints that 
put relational capital in jeopardy. There may plausibly be „optimal‟ investments in 
intellectual capital (see e.g. Ittner, 2008; Youndt et al., 2004). Yet the problem is that 
managers are not aware of how to know the „optimal‟ configuration of intellectual capital. 
Managers face trial and error. 
These observations justify two central theoretical concerns related to the research question – 
how do managers mobilise intellectual capital? – namely first, how does the model of 
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intellectual capital with its three constituent elements guide managerial behaviour, and 
second how do the sequences between the models‟ constituent elements operate? These two 
questions can be translated into the two following concerns. Prior literature has advocated 
that intellectual capital be subdivided into the three elements organisational capital, human 
capital, and relational capital. It has attempted to understand how each of them contributes to 
the creation of financial capital. This procedure requires two things namely that each element 
has a logical and empirically clear identity and that the links between the elements can be 
accounted for. These propositions will be discussed in the following subsections, based on 
the findings from NSW Bank. 
The identity and power of the elements of intellectual capital 
The first concern is the status of the elements of intellectual capital. In the intellectual capital 
literature each element is often understood to have a unique set of properties, its own identity, 
power, and principles of performance. This may mean that human capital is accorded the role 
of thinking and reflexivity; organisational capital is concerned with efficiency, re-production 
and re-use of knowledge; and relational capital describes the role of external entities in the 
development and appropriation of firm value. The three elements of intellectual capital 
perform different roles. In principle, they form their power independently of each other; they 
come together only contingently as accounted for e.g. via statistical models or via case 
studies that say that relationships between the elements are complex. Yet in both cases the 
elements are constituted as separate entities with clear identities. 
Observations from NSW Bank allow a different account of intellectual capital, focusing on 
the difficulties of reaching closure for each element. The closure of the elements suggested 
by the three-way classification is stylistic and a priori and less an account of observed 
practices where the role and character of the elements are more complex. In NSW Bank each 
element gains properties and boundaries by its association with other elements. Each time a 
particular element is discussed, actors can only give attention to it for a short time and 
quickly they incorporate things stylistically belonging to another element of intellectual 
capital. Therefore the specific role and identity of each element of intellectual capital is 
coloured by the specific operations of other elements. To understand the concerns of one 
element, it is necessary to understand the concerns developed in relation to other elements. 
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For example, when minding the customer (relational capital), it is impossible to keep 
proposing and developing characteristics of customer orientation per se. Customer loyalty is 
good; customer relations should be long term. But then what? Rather than pursuing this 
avenue deeper and deeper into the realm of the customer, the concern suddenly develops into 
a question of the ability of information technology (organisational capital) to deliver a strong 
customer orientation rather than primarily enhanced product orientation capabilities. 
Customer orientation (relational capital) differs between situations where technology 
(organisational capital) inscribes products compared with situations where it inscribes 
customers. The meaning of customer orientation is not inherent to the element relational 
capital but it gets colour and performance by the way organisational capital inscribes the 
customer in information technology. Since, in NSW Bank, information technology struggles 
with accounting for customer value and tends to focus on products individually, customer 
orientation gains parallel properties to product orientation. Even if information technology is 
asked to develop customer orientation, this is a big move, perhaps too big for the available 
investment budget. Therefore minding the customer produces strong propositions about the 
customer from within organisational capital rather than from within relational capital. Even if 
relational capital claims to work towards customer orientation in a practical sense, 
organisational capital speaks so loudly that relational capital has to accept that it can only see 
customers through the lens of products. Relational capital cannot be separated from 
organisational capital. The identities of both become difficult to define; when intellectual 
capital is understood as a management concern, they are related. 
When minding technology (organisational capital) the aim is to increase its capability to 
automate processes and develop more customer orientation. However, even if there are 
serious concerns about the adequacy of funds made available to develop information 
technology, a concern with employees (human capital) quickly emerges. Employees are 
called on to resolve the inaccuracies of information technology e.g. to translate information 
technology‟s product orientation to customer orientation. It is hoped that employees can 
increase their workload and productivity simultaneously in order to hamper the negative 
effects of investments in information technology. Human capital does not lead to information 
technology; nor does information technology structure the efforts of human capital; rather 
information technology‟s power is intrinsically bound up with the efforts of human capital. 
They are inseparable. The power of human capital and organisational capital is settled 
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simultaneously. More clearly, human capital and organisational capital weave in and out of 
each other when intellectual capital is in action and their separate identities blur. 
Minding the employee (human capital) ostensibly concerns capabilities of employees to 
implement customer orientation. This is an expansive agenda which, however, quickly turns 
into a wholly different matter of retrenchment, an issue that is rippled with uncertainties 
about the power of organisational capital to facilitate investments in, and the retrenchment of, 
human capital simultaneously. Organisational capital, such as management systems‟ abilities 
to identify employees‟ efforts and capabilities, shows its ambiguities in the context of lay-
offs. One ambiguity is the system‟s seeming inability to distinguish systematically between 
people‟s capability and their attempts to please their manager. Another ambiguity is that 
allocation of the critical investments between the front and the back offices of the bank is 
hampered by uncertainty about how much networked knowledge will follow the fate of the 
single individual. The system is geared towards the average employee, but rarely to the 
complexity and specificity of the knowledge networks that carry and are carried by the 
different individuals. The formation of human capital is already part of the competence of 
organisational capital to identify capability. 
These three discussions of customers, of technology and of employees illustrate that an 
intellectual capital element does not exist in and by itself. Then the relations between the 
elements of intellectual capital are not fruitfully described as one causal model. The study of 
NSW Bank rather illustrates that each element is constituted in the relationship in which it 
engages with other elements; the power of each element is stronger when it is influenced by 
other elements. Thus, each element of intellectual capital has only limited power of its own; it 
has only a few, if any, inherent properties and powers that make it a distinct object. In 
contrast, its boundaries are permeable and its stylistic qualities that separate human, 
organisational and relational capital are ambiguous in practice. The characteristics of 
intellectual capital elements are effects of the ways in which each element of intellectual 
capital is co-produced by other elements. 
Relations between financial capital and elements of intellectual capital 
The second concern is the sequence of intellectual capital and financial capital. Financial 
capital is important in all statistical models of intellectual capital where it is presented as the 
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ultimate lagging variable. This is not surprising since intellectual capital is often proposed to 
account for innovation and growth. 
However, the study of NSW Bank offers an important nuance. This starts in the ambiguity of 
financial capital. In the intellectual capital literature financial capital is invariably presented 
as a dependent variable. It is an effect that shows up after the work of intellectual capital has 
been done. It is a marker, a performance indicator, for the success of intellectual capital. The 
study of NSW Bank shows that this is a simplification. The NSW Bank study shows that 
financial capital is sometimes an effect; it does, in fact, produce statistical material to show 
that it is possible to understand financial capital as an effect. But it also adds that in situations 
where intellectual capital is a managerial concern, financial capital is an input. It is an 
independent variable that provides investment to intellectual capital. In this capacity, 
financial capital is no bottom line profit figure; it is a cost budget or cash flow budget that 
tells managers about their resources to invest in intellectual capital. The conventional model 
where intellectual capital leads to financial capital can be reworked so that financial capital 
leads to intellectual capital. 
There is a possible circular argument because there is a perpetual sequence here: FC-IC-FC-
IC..... However, neither financial nor intellectual capital is one thing in this sequence. As 
input financial capital is a budget that divides up a financial space, this makes heterogeneous 
investments in intellectual capital possible. The budget requires intellectual capital to be 
separated into various objects that can be invested in. As output financial capital is more 
singular and reflects an integrated structure of prior intellectual capital elements. These are 
different concerning managerial trade-offs and concerning timing as will be elaborated 
below. 
The concern with managerial trade-off is important because not only does it illustrate that a 
budget is typically constraining in the sense that not all that could have been invested in will 
be invested in. There are therefore trade-offs where the relative importance of different types 
of intellectual capital will be contemplated. In the NSW Bank study budgetary constraints do 
not allow full transformation of information technology from product focus to customer 
focus. Nor do they allow the bank to keep all qualified employees. Suddenly there is a trade-
off between organisational capital and human capital which generally will imply a negative 
correlation between organisational and human capital. When financial capital is a budget, 
managerial concerns do not accept cross-sectional models‟ claim that all elements of 
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intellectual capital correlate positively. In the case of NSW Bank an increase in 
organisational capital is accompanied by a reduction in human capital.  
The budget thus works directly on each of the elements of intellectual capital. When financial 
capital is understood as an outcome it reacts to the collective between these elements. The 
budget makes distinctions which the financial outcome does not. The budget faces dilemmas 
and trade-offs which the financial outcome does not face. The budget is managerial and 
concerned with managerial dilemmas. 
When in action, the budget does two different things. It disentangles the network of elements 
of intellectual capital. The budget separates them and treats them as individual entities to 
manage. Human capital can be taken care of separately to the point where it can be associated 
less with the specific requirements of technology, less with the specific types of competencies 
of relevance to the new situation and less with the timing that makes translations between 
organisational and human capital productive. Training investments appear to be out of 
synchronisation with the capabilities of technology, and the organisational adjustment of the 
quantity of employees may be premature. The budget individualises the elements of 
intellectual capital which, however, when they are in action are impossible to separate as 
discussed above.  
The budget also dramatises the difficulty of making trade-offs. When managers attempt to 
trade off between elements of intellectual capital, they are understood as having only limited 
proficiency in seeing the consequences of their work. Trade-offs develop lines of conflict and 
allow multiple propositions about relations between intellectual capital and financial capital. 
Even if it is generally accepted that retrenchment of the workforce may be unavoidable, the 
closer to the time of retrenchment the less certain this is. Only at a distance is it possible to 
direct the increase in organisational capital and the reduction in human capital. When close, 
reduction in human capital produces uncertainty since not only is workforce quantity 
reduced: workforce quality is also reduced. 
The second concern with timing reworks how and when financial capital is an input, and how 
and when it is an output; it also helps to explain why it is easy for NSW Bank to consider 
financial capital an input and an output simultaneously. Sveiby‟s (2007) survey suggests 19 
ways to monetise the value of intellectual capital. Financial capital is no clear category in the 
intellectual capital literature. Neither is financial capital a clear category in NSW Bank. It can 
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be understood as a budget, as productivity, and as shareholder value. Each of the three 
understandings of financial capital mobilises intellectual capital in different ways. The budget 
concerns cash investments in elements of intellectual capital. As the NSW Bank back office 
is a cost centre, the budget stipulates general reduction in spending. Thus the budget 
constrains the development of intellectual capital or at least it makes important trade-offs 
between elements of intellectual capital necessary. 
When proposed as a productivity measure financial capital is potentially different because 
then the concern is unit cost in the future. This would make simultaneous investments in both 
organisational and human capital more likely because then there would be more concern to 
equip organisational capital with more competences such as the ones offered by human 
capital. Productivity is an objective of retrenchment but retrenchment creates overflows and 
reduces productivity and therefore extra efforts are mobilised to make human capital more 
central. The separation of organisational and human capital undertaken by the budget was not 
possible and productivity became a concern. Otherwise financial capital would suffer. 
The type of financial capital that would suffer from poor productivity is shareholder value. 
Shareholder value is important to NSW Bank and it is used frequently also to explain the 
need for intellectual capital. While shareholder value may frame strategising in the bank it 
rarely reaches the back office before it is translated into a budget or perhaps into a hazy unit 
cost. Shareholder value is the dependent variable that statistical models of the effects of 
intellectual capital analyses. Shareholder value is also calculated in NSW Bank and related to 
intellectual capital found out through questionnaires. This is where the long run shows itself: 
this is where financial capital becomes a dependent variable that intellectual capital seeks to 
explain. 
Conclusion 
Based on a case study of the back office of a major bank we suggest that the relationships 
between elements of intellectual capital and positive associations with financial capital are 
optimistic stories which are difficult to master in practice. The case study shows that, 
contrary to much cross-sectional research, intellectual capital can be a managerial challenge 
or problem rather than a solution. 
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First, the identities of the elements of intellectual capital are more fragile than is typically 
reflected in the literature. It is difficult to determine when one element stops and another 
begins. It may be that investment in information technology are investments in organisational 
capital, but investments in training aimed at improving the effectiveness of information 
technology is only human capital for formal rather than for functional reasons. Such 
investments in human capital emerge as a product of organisational capital and are not only 
contingently related to organisational capital but an inherent part of its productivity. So, it is 
difficult to separate functionally between the two categories. Likewise, the information 
system is oriented towards transforming the firm from product to customer orientation; the 
training is in customer relations. Here the boundary between human and relational capital is 
blurred. So, investments that may be categorised as human capital may functionally be 
organisational capital or relational capital. Human capital, in this instance, does not produce 
organisational and relational capital as the statistical model would suggest. Human capital is 
substitutable by the other types of capital. The identities of the elements are fragile. 
Second, the budget is one type of financial capital that reduces the relationships between 
elements of intellectual capital. It singles out the elements and treats them as singular spaces 
of investment each with their own purpose. This may reduce the complexity of the whole 
intellectual capital model; by carving it up it may make decisions about investment possible. 
However, the gain from increasing the ability to budget for intellectual capital has a loss from 
the separation of the three elements. This loss returns when the investments meet 
organisational action because here, the three elements are all part of the performance of 
intellectual capital.  
Third, financial capital turns out to be input when it is a deconstructed budget while it is an 
output when it is a comprehensive calculation of shareholder value. While in principle, 
rhetoric and long run financial capital is the output of intellectual capital, in managerial 
situations financial capital as budget is input to intellectual capital elements are traded off. 
This is how intellectual capital is mobilised. Mobilising intellectual capital surprisingly 
involves first its break-down to make it manageable and then its continuous reconstruction to 
make it practical. 
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Figure 1: Proposed flow of value in NSW Bank 
 
  
 
Figure 2: Complications in translations of value in NSW Bank 
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Paper 3: Accounting For Workplace Flexibility – Internal Reporting In An 
Australian Financial Institution 
Vijaya Murthy and James Guthrie
*
 
University of Sydney and Macquarie University 
Abstract 
Purpose: 
This paper seeks to consider the impact of social accounting at the micro level. It aims to 
examine the potential of using social reporting for emancipatory purposes through internal 
communication devices. The paper explores the discourse adopted by a large Australian 
organisation in accounting for and reporting matters of social concern through its employee 
newsletters to internal stakeholders.  
Design/Methodology/Approach: 
The dataset for the study is comprised of the organisation‟s internal employee newsletters for 
a period of five years (2003-2007). The paper uses content and discourse analysis to examine 
workplace flexibility practices as portrayed within the newsletters. These practices were 
divided into 13 attributes grouped into three categories: work related flexible arrangements; 
family and dependant care arrangements; and other general arrangements.  
Findings:  
The organisation, ABC Bank, used its internal newsletters to influence employee attitude and 
behaviour, though at the outset there was an emancipatory claim. It was found that social 
accounting‟s emancipatory potential was suppressed by those responsible for providing 
accounts. The analysis indicated that many attributes of „workplace flexibility‟ were not 
reported in the employee newsletters, except for community volunteering which was given 
undue attention.   
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Research limitations/implications: 
The study focuses on one organisation and the results cannot be generalised to other 
organisations. Empirical analysis was restricted to employee newsletters. 
Practical implications: 
This paper indicates that reporting on „workplace flexibility‟ was a form of non-codified 
discourse used to bring change to employees‟ attitudes and behaviours in favour of the 
business.  
Originality/value: 
This is a nascent attempt to explore the reporting of workplace flexibility practices. The 
paper‟s focus differs from previous social accounting studies by examining how the 
organisation reports to its employees. 
Keywords: 
Workplace flexibility; self-accounts; discourse analysis; internal reporting; human capital 
accounting; enabling accounting. 
Paper type: 
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1. Introduction 
 
A contemporary agenda for organisations includes a focus on outcomes that may be 
considered socially, environmentally and economically valuable (Ball, 2002). New forms of 
accounting and reporting have been harnessed to highlight organisations‟ efforts at social 
responsibility (Cooper & Owen, 2007). These forms of integrated reporting are generally 
called „social accounting‟ and are usually voluntary, unlike mandatory financial accounting. 
Social accounting is the process of communicating the social and environmental effects of 
organisations‟ economic actions to particular interest groups (Gray, Owen, & Maunders, 
1987). 
Organisations tend to use these forms of reporting to their advantage, cherry-picking the 
information to be disclosed (Gray, 2006b), raising scepticism about the usefulness delivered 
by these voluntary reports (Gray, 2006a). In addition, organisations are in a relentless pursuit 
of visibility and legitimacy and hence interest in disclosing information about their social and 
environmental impact is usually mitigated by self interest (Christensen & Cheney, 2000).   
There has been criticism that external social accounts are not only used by organisations to 
articulate, express and establish their identity to their stakeholders (Christensen & Cheney, 
2000), but also to serve as a vehicle to communicate with themselves and to amplify 
corporate egoism creating an internal consensus (Spence, 2009). Notwithstanding that 
organisations intend to use external social accounts as self-centered undertakings, there have 
been calls from critical social accounting researchers to use social accounting as ‟enabling 
accounting‟ for emancipatory purposes. So, if external social reports are used to give „sense‟ 
to stakeholders including internal stakeholders (Morsing & Schultz, 2006), then what is the 
purpose of social reporting through any internal communication device (such as employee 
newsletters) and are they being used for emancipatory purposes?  
This study aims to explore the discourse adopted by a large Australian organisation in 
accounting and reporting matters of social concern through an internal communication device 
to its internal stakeholders (i.e., employees). It does so by examining the discourse adopted 
by the organisation on one aspect of social accounting, namely „workplace flexibility‟ in 
internal employee newsletters over a period of five years. Employee newsletters were chosen 
for the study because they are internal communications that form part of an organisation‟s 
strategic communication function. The study finds that, at the outset, though the discourses in 
the newsletters projected emancipatory purposes, the intention was self-centered (i.e., to 
influence employee attitude and behaviour in favour of the organisation‟s interest).   
The motivation for this paper stems from the following. First, while the accounting literature 
to date considers various frameworks for social accounting using non-financial information, 
reporting on „workplace flexibility‟ has not yet been widely discussed. Second, there has 
been critical research on external social accounting, but there is limited research on 
examination of internal reports providing social accounting information. Third, the debate on 
social accounting, in particular human competence accounting and reporting (HCAR), has 
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shifted towards „self-accounts‟ of employees and there are calls from researchers to 
empirically test the usefulness of „self-accounts‟.  
The paper is structured as follows. Section 2 provides a brief literature review outlining the 
context and background of social accounting, HCAR and „workplace flexibility‟. Section 3 
offers a brief insight into the meaning of discourse analysis and its effect on organisational 
change. Section 4 provides an overview of the organisation chosen and presents the research 
method used. Section 5 discusses the findings and gives an in-depth analysis and 
interpretation of data. Section 6 provides conclusions and limitations and suggests areas for 
future research. 
2. Literature Review 
2.1: Social accounting 
Accounting has been viewed not as a mere assembly of calculative routines, but as a cohesive 
and influential mechanism for economic and social management (Burchell et al.,1980). 
According to Hines (1991), accounting reports are perceived as creating a boundary to the 
organisation, influencing what is and what is not of significance in discussing organisations‟  
performance and impact. As a result, accounting has the potential to make an organisation‟s 
performance visible. However, Adams and Harte (2000) caution that while accounting has 
the potential to reveal, it can, in constructing its view of activity mislead, both in the 
subjectivity of measurement and in its selected focus. There seems to be no guarantee that 
what is reported will be acted upon and disclosure may not reflect the organisation‟s 
economic and social change.  
Accounting has come to be regarded as a social and institutional practice and is no longer 
regarded as a neutral device that merely documents and reports „the facts‟ of economic 
activity (Burchell et al., 1980). It is seen as a set of practices that affects the type of world we 
live in, the type of social reality we inhabit and the way in which choices are open to 
organisations and individuals (Miller, 1994). Gray (2006b, p.796) points out that financial 
accounting provides a model that equates „economic success‟ to a „good life‟, and further 
contends that financial accounting has led society to believe that profit and social 
responsibility are in harmony (p. 797). Though financial accounting constructs a world of 
precision and accuracy (Hines, 1988), it ignores anything that might be thought of as 
desirable to the human condition (such as happiness, fun, relaxation) (Bebbington, Gray, & 
Laughlin, 2001). Social accounting reports, on the other hand, contain non-financial 
information (NFI) pertaining to the social, environmental and intellectual performance of the 
organisation and are widely issued externally along with financial reports.   
Social accounting is about understanding the impact of organisations on society (Shaikh & 
Jakpar, 2007). It can include the impact of the organisation‟s operations on the environment, 
society, the local community, its customers and workforce. The term „social‟ is broad and can 
include ethics, human rights, labour standards, diversity, non-discrimination, health and 
safety, quality of work life and community issues. Social accounting is guided by voluntary 
frameworks and guidelines, notably the GRI (GRI, 2002, 2006), AccountAbility 
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(AccountAbility, 1999) and Triple Bottom Line reporting (Elkington, 1997) that typically 
involve the provision of information on environmental impact, management of employees 
and relationship with the community (Deegan, 2007).  
Whether social reports or financial reports, these communication devices are used by 
organisations to articulate, express and celebrate their achievements and identities 
(Christensen & Cheney, 2000). Spence (2007) suggested that, through the metaphor of 
balance, social accounting reports attempt to present the interests of business as largely 
congruent with social and environmental well-being and try to synthesize the interests of 
various social groups around the fundamental aims of business. Also, Spence (2009) argued 
that social reports are self-referential in nature and the process of constructing and 
disseminating social accounting reports is a means by which the organisation talks to itself. 
The reports may be used as a sophisticated means of exhorting employees to exploit win-win 
opportunities. These external social reports are designed and distributed by the organisation 
itself about its social practices to influence the willingness of managers and employees to 
identify with their workplace (Morsing, 2006). Thus if external social reports have a hidden 
purpose of influencing an internal audience, what is the function of internal communication 
devices? There has been limited research examining internal communication devices and this 
paper examines internal reports that are targeted towards employees to find out the purpose of 
the reports, that is are they used for emancipatory employee purposes or for business interest?     
While prior studies have been critical of social accounting and reporting, recent studies have 
introduced the term „enabling accounting‟, encouraging critical social accounting researchers 
to use accounting for „emancipatory‟ purposes (Roslender & Dillard, 2003). This literature 
argues that the aim of enabling accounting is to open up and extend the debate on how 
accounting can be mobilised to promote social „betterment‟ (Broadbent et al., 1997, p.265). It 
suggests that social accounting can act as a force for radical emancipatory social change 
through making things visible and comprehensible; by enhancing the content and 
presentation of attempts to inform and share insights; by addressing the needs of repressed 
groups; and by helping engender dialogue and action towards emancipatory change 
(Gallhofer & Haslam, 1997, p.82).  
Accounting has also been challenged to develop new approaches to performance 
measurement to capture vital information about its social capital, especially intellectual 
capital (IC). This notion of enabling accounting has also been witnessed in accounting and 
reporting for human competence (HCAR), which is considered as the primary element of IC. 
The following section provides a brief description of the developments in the field of HCAR 
and shows how the idea of enabling accounting has become popular in recent times. 
2.2: Developments in the field of HCAR   
Accounting for HC started gaining importance in the past fifty years and researchers have 
been trying to develop measurement frameworks for human capital (HC) but in vain (Guthrie 
& Murthy, 2009). This is because they attempted to implant their prescriptions within the 
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established frameworks of financial reporting, management accounting or both (Roslender & 
Fincham, 2001).  Traditionally, HC was incorporated in the income statement as an expense 
and in the sixties accounting researchers advocated that the skills and knowledge of 
employees should be recognised and reported as a form of capital on the balance sheet (e.g. 
Becker, 1965; Brummet, Flamholtz, & Pyle, 1968; Hekimian & Jones, 1967; Hermanson, 
1964; Johnson, 1960; Likert, 1967; Paton, 1962; Schultz, 1961). 
Only with the growth of knowledge industries and consequent growth in interest in IC was it 
realised that attaching financial numbers to HC was difficult and scholars suggested the use 
of alternative approaches to accounting and reporting for IC (Petty & Guthrie, 2000; 
Edvinsson, 1997). In the 1980s and 1990s, there were emerging developments in IC and 
several new reporting frameworks were established (e.g. Kaplan & Norton, 1992, 2003; 
Lynch & Cross, 1991; J. Mouritsen et al., 2003; Sveiby, 1997). These IC frameworks had 
important implications in the field of accounting for HC (Roslender & Stevenson, 2009), 
providing alternatives to the limited valuation emphasis of traditional financial reporting in 
which people were treated as costs. Also, it was realised that HC consisted of attributes that 
cannot be measured (such as, experience, expertise, qualifications, training and capacities, 
soft skills, the ability to be innovative and flexible) that employees exhibit and that create 
value within the organisation, contributing towards sustained competitive advantage 
(Roslender, forthcoming).  
This changed the perspective of HCAR scholars, who advocated the inclusion of qualitative 
information on human resources to gain a better understanding of the value of HC (Roslender 
& Dyson, 1992). The emphasis shifted towards „accounting in action‟ studies (Sonja. 
Gallhofer & Haslam, 2003). As an „enabling accounting‟, accounting for HC has the ability 
to act as a force for radical emancipatory social change through making things visible and 
comprehensible and helping engender dialogue and action towards change (Gallhofer & 
Haslam, 1997). Also, with the pursuit of an enabling accounting, scholars began to debate the 
emancipatory potential of HC accounting and no longer take the limited view that  HCAR is 
concerned with efforts to „put people on the balance sheet‟ (Roslender, forthcoming). 
Therefore, in order to qualify as enabling accounting, HCAR included reporting on actions 
directed at strengthening the capabilities of individuals and also actions directed towards 
changing the social, environmental and economic conditions. Also, employee oriented 
actions were given priority in the knowledge-based economy since work ability, well-being, 
and creativity of employees determine the success and sustainability of an organisation 
(Nielsen et al., 2007). Hence, Akerlind and Schunder (2007, p.55) argued that „health‟ should 
be considered as a positive concept that permits people to lead an “individually, socially, and 
economically productive life” and recommended a workplace that could maintain and 
promote the physical and mental health of its employees. This led several researchers to 
examine how information on employee health could be incorporated into HCAR (e.g: 
Ahonen & Hussi, 2007; Nielsen et al., 2007; Roslender, Stevenson, & Kahn, 2006).     
In Sweden, the HCAR model was to be expanded to include health information of employees. 
This was called „health statements‟ and was seen as an instrument to “improve working life 
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and to create attention and action with respect to decreasing sick leave among work force” 
(Mouritsen & Johanson, 2005, p. 144). Similarly in Finland, „maintenance of work ability‟ 
(MWA) was embraced to report on activities that aim to improve the physical and mental 
condition of employees, adopting healthier ways of life and supporting job satisfaction and 
motivation by reward and feedback systems (Ahonen & Hussi, 2007). These health reports 
were given narrative forms to describe how employee well-being was seen in relation to 
organisational creation of value (Nielsen et al., 2007) and address the issue of what needs to 
be done with respect to health and the overall vision, strategies and performance of the 
organisation (Mouritsen & Johanson, 2005). 
In the beginning of the twenty-first century, in order to emancipate HCAR from its 
managerial intervention, studies suggested the need for employees to develop their own 
accounts, taking HCAR to the next level.  Roslender and Fincham (2001) argued that while 
„measurement‟ is a great challenge, „management‟ is the central concern and any portfolio of 
metrics should be devised to accomplish management processes. However, these metrics 
merely reflect management agendas, since they are constructed by managers and accountants. 
Any other measures that do not contribute to management processes are disregarded. Hence, 
Roslender and Fincham (2001) proposed that HC could offer „self-accounts‟ - an 
emancipatory account of lived experiences, so as to shift towards a mode of self-
management. They contended that self-accounts could promote self-awareness of an 
individual‟s involvement in the organisational project, which could then lead to self-
management where individuals negotiate an ongoing mode of participation. 
Further, Roslender et al. (2006) placed emphasis on self-accounts in their study on „employee 
wellness‟, a concept that was identified as both a primary and secondary component of IC. 
This study illustrated possible ways of accounting for „employee wellness‟ that departed from 
the traditional accounting focus on cost and valuations. They proposed that the commentaries 
provided by the participants themselves could be used in a manner of self-accounts and that 
the use of self-accounts served the twin functions of conveying the initiatives taken by the 
organisation and encouraging others to become involved.  
Though self-accounts may be useful as argued by Roslender and Fincham (2001) and 
Roslender et. al., (2006), a problem arises when these are reported. Roslender (forthcoming) 
contends that these reports would remain within the portfolio of management and employees 
may lose control of their stories, which could be used against them. Though prior studies on 
HCAR have promoted the use of self-accounts and also argued against them, these arguments 
are not based on empirical evidence. Our study fills this gap by examining self-accounts 
together with other types of narrative discourses found on workplace flexibility in employee 
newsletters.   
In summary, though there have been calls for (social accounting) studies that engage with 
practice to construct and mobilise alternative enabling accountings and to provide a critique 
of and challenge to existing practices (Broadbent et al., 1997), there has been little progress, 
especially in the field of HCAR literature. Also, although in recent years HCAR research has 
moved from an „economic accounting and reporting of HC‟ (e.g. costs involved in recruiting 
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and training), towards a „social accounting and reporting of HC‟ (e.g. employee health and 
wellness) there are limited studies examining if HCAR has been used as an „enabling 
accounting‟ for emancipatory purposes. The next sub-section discusses the concept of 
„workplace flexibility‟ as a further development of „health and well-being‟. In doing so, this 
section argues that discourse on workplace flexibility could be used as a form of „enabling 
accounting‟ that could be used to move forward and progress the field of HCAR. 
2.3: Workplace flexibility  
As mentioned in the sub-section above, the concepts of „health‟ and „employee well-being‟ 
have been popular among organisations especially in the Nordic region of Europe and the 
UK. This is a socialistic and humanistic perspective, a HCAR concept inspired by IC, as 
opposed to a focus on calculation, and is seen as an instrument to improve the working life of 
individuals while at the same time reducing costs both at the firm and societal level 
(Mouritsen & Johanson, 2005). Two competing rationales, the social and the financial, drive 
the „health account‟ idea. It is a social idea that the employee‟s health is an end in itself and 
cannot be questioned, and also a financial idea that good health saves societal resources and 
healthy employees are more productive for their firms (Ahonen & Gröjer, 2005).  
The knowledge economy has created a new breed of workers, who possess certain key 
characteristics necessary for the growth of business (De Lacy, 1999). The IC of an 
organisation is vested in the knowledge and ideas of employees who produce organisational 
value (Richard Petty & James Guthrie, 2000; Roslender et al., 2006). Organisations now seek 
to consider the means to harness the knowledge, skills and experience of their employees, and 
attract, retain and keep them motivated for organisational success (Guthrie & Murthy, 2009). 
In order to be motivated, individuals expect work to have a purpose beyond work 
(Benveniste, 2000).  
Therefore, the contemporary organisation recognises, values, and promotes the capability of 
its people (Gollan, 2000) and offers opportunities for workplace flexibility. Workplace 
flexibility could be considered as contributing to „health‟ and can be considered as a 
management tool based on the aspect of „love‟ (Mouritsen & Johanson, 2005), where the 
employee could be mobilised through a personnel policy that has the potential to create a 
„modern, attractive and family-friendly workplace‟. Furthermore, to promote well-being and 
reduce stress among employees, Roslender et al. (2006) advocate promoting various 
initiatives including a „flexible workplace‟. Also, Atkinson and Hall (2011) propose that 
flexibility at work influences employee happiness and attitude, which results in better 
performance outcome. 
Flexibility means that an employee, with the consent of an employer, is allowed to make 
changes to when, where and how s/he will work to better meet individual and organisation 
needs. Workplace flexibility is commonly taken to mean those family-friendly work practices 
that enable workers to balance their family and work responsibilities (Sheridan & Conway, 
2001). A flexible workplace may assist employees to reconcile their obligations and 
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responsibilities in the workplace, community and home. Some organisations have developed 
workplace flexibility practices and use internal reporting mechanisms, relying on a variety of 
performance indicators, including qualitative and narrative discourses, to measure and track 
the development of their HC and report it to employees on a regular basis (Kramar, Murthy, 
& Guthrie, 2011). 
Workplace flexibility is thought to provide benefits to both individuals (See for example: 
Bruck et al.,  2002; Capuzzi, 1995; Frone et al., 1992; Kossek & Ozeki, 1998; Parasuraman & 
Simmers, 2001; Rice et al., 1992) and the organisation (See for example: Boyer et al. 2003; 
Greenhaus et al. 2001; Russell & Bowman, 2000). Management of workplace flexibility is 
recognised as a strategic issue for organisations and for employees (De Cieri et al. 2005). 
Employees, the internal stakeholders of an organisation, expect their employers to be 
responsive to their need to balance their commitments (Kossek et al. 1994). However, 
organisations seem to adopt flexible workplace practices in their desire to adjust to market 
competition, increase profits and reduce employment costs rather than out of their 
commitment to help employees (Twiname, Humphries, & Kearins, 2006).   
Workplace flexibility has developed as an important strategic issue of HC management (De 
Cieri et al, 2005), and educating and communicating with employees is one way to achieve 
this (Rennar, 2007). Work-life policies should be regularly assessed and acted upon and 
management should be held accountable (Rennar, 2007). However, Benveniste (2000) argues 
that making a commitment to „workplace flexibility‟ issues does not stop with implementing 
workplace flexibility practices, but is about changing attitudes and making fundamental 
changes in organisational culture. Communication is a vital component in managing that 
change effectively and ensuring a successful transition from policy through to 
implementation, to maximise the benefits for business and employees. Lack of 
communication could result in employees not being empowered to benefit from available 
programs, under utilisation of programs resulting in low return on investment of resources, 
and a negative effect on employee morale and commitment. 
Employee newsletters are a form of internal communication device that provide information 
to employees. The newsletters can be enabling or emancipatory (Roslender, forthcoming) as 
the audience/readership for newsletters includes the employees of the organisation. Also, it 
could be argued that internal reporting, unlike external social reporting, is not for legitimation 
purposes, but for managerial control purposes (Ahonen & Gröjer, 2005). Therefore, while 
employee newsletters may be used for emancipatory purposes or to provide organisational 
information to employees, it could also be used for undertakings with self-interest (i.e., to 
manage employee behaviour and attitude). This study uses „workplace flexibility‟ which is 
considered an aspect of social accounting (also HCAR) to understand if reporting in internal 
newsletters is used for emancipatory purposes or for managerial control purposes.  
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3. Discourse and Organisational Change 
This section discusses the meaning of discourse analysis, the use of accounting as a form of 
discourse, and the effects of discourse on organisational change. Organisations can be viewed 
as an ongoing social process, which is constructed and performed in language (Doolin, 2003). 
Organisational discourse is described as “languages and symbolic media we employ to 
describe, represent, interpret and theorise what we take to be the facticity of organisational 
life” (Grant et al., 1998, p. 1). Discourse is the principal means by which organisational 
members create a coherent social reality that frames their sense of who they are and is both 
an expression and a creation of organisational structure (Mumby & Clair, 1997). It is an 
organised system of meaning, which frames and influences the way people understand their 
realities and act upon them (Burr, 1995). Thus organisational discourse finds ways in which a 
variety of discursive practices can contribute to the processes of organising the behaviour of 
organisational stakeholders.  
Discourse analysis is the systematic study of texts, which contain clues to the discourse, as it 
can never be found in its entirety (Parker, 1992). Texts might include written or spoken 
language, cultural artifacts, and visual representations (Grant et al., 1998). Research on 
organisational discourse focuses on the texts that are composed of, and by, organisations 
(Putnam & Fairhurst, 2000). Further, Fairclough (1995, p.7) states that “discourse is use of 
language seen as a form of social practice, and discourse analysis is analysis of how texts 
work within socio-cultural practice”. According to Hardy (2001), discursive activity does not 
occur in a vacuum, but emanates from interactions between social groups and the complex 
societal structures in which the discourse is embedded, and their meanings are created, 
supported and contested through the production, dissemination, and consumption of texts.  
„Discourse analysis‟ is a label commonly applied to the linguistic techniques utilised in 
formal descriptions of the different discursive forms used in communication (Fairclough, 
1993). Everyday attitudes and behaviour, along with our perceptions of what we believe to be 
reality, are shaped and influenced by the discursive practices and interactions we engage in 
and are exposed or subjected to (Searle, 1995). Discourse analysis tries to explore how 
socially produced ideas and objects that populate the world are created, maintained and held 
in place over time. It endeavours to uncover the way in which social reality is produced 
(Phillips & Hardy, 2002). Since discourse, as talk and text, shapes reality by influencing the 
behaviour of organisational actors, discourse analysis is a suitable lens to understand the 
discourse on „workplace flexibility‟ within the organisation.   
Discourse is the foundation of the process of social construction upon which social reality 
depends (Berger & Luckmann, 1966). In this study, the analysis focuses on how the reality of 
workplace flexibility practices is created in the workplace through historically situated 
discursive moves (Alvesson. & Karreman, 2000).  The study focuses on the ability of actors 
to use discourse as a resource to bring about certain outcomes (Hardy et al. 2000; Jackson, 
2000). This research is interested in understanding the way in which discourses ensure that a 
phenomenon such as workplace flexibility is created, materialised, and comes to constitute 
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reality (Dunford & Jones, 2000; Hirsch, 1986). The study does not intend to interpret social 
reality as it exists in the organisation, but endeavours to expose the way in which the 
organisation produces and shapes its workplace flexibility practices through the use of 
various forms of discourse within the employee newsletter (Phillips & Hardy, 1997). 
Accounting techniques are perceived as „the language of business‟ taking a specialised form 
of discourse. Accounting illustrates the financial, which consists of material aspects that 
could be cast into numbers (such as tangible assets) and creates artifacts (such as 
depreciation, goodwill, etc). Also, it can be socially embedded elements (such as IC, HC) that 
are difficult to quantify in financial terms (Llewellyn & Milne, 2007).  Accounting could be 
classified as a written, instructional, codified
18
 text and could be used by people as a means to 
mobilise organisational dialogue. Organisations may use new and emerging accounting 
discourses that are not codified and could contain both numerical and narrative information. 
Sometimes organisations may decide on a specific strategy that does not have codified 
accounting discourse. Also they may have the responsibility of fulfilling the broad social 
functions that extend beyond organisational boundaries. In such instances, non-codified 
accounting discourses could be used (Llewellyn & Milne, 2007).  
„Workplace flexibility‟ has been of interest to organisations and is considered as a strategic 
issue of sustainable HC management (De Cieri et al., 2005). Rennar (2007) argues that 
workplace flexibility could be attained by consistent assessment, follow-up and 
accountability of an organisation‟s policies and by publicising the results to educate 
employees. Though still in its infancy, accounting and reporting on „workplace flexibility‟ is 
becoming popular among organisations that value their HC.  Reporting on „workplace 
flexibility‟ could be considered an emerging form of non-codified accounting discourse that 
makes visible the organisational strategy for enacting a sustainable workplace.  
Though non-codified discourse is ambiguous, it has its own merits. Cuganesan et al. (2007) 
argue that ambiguity in discourse (non-codified) may allow discourse producers to have more 
flexibility in shaping their actions and ensures that others (discourse consumers) act in 
accordance with the practices prescribed. The main advantage of non-codified discourse, as 
opposed to a codified discourse, is that the producer has greater freedom to interest, persuade 
and mobilise consumers to enact it. It could therefore be proposed that non-codified 
discourses on workplace flexibility can be produced in ways that might convince the 
discourse consumers, in particular, the employees to enact them.  
The relationship between discourse and organisational practice is vital in discourse analysis. 
Llewellyn & Milne (2007) point out that practice is more than discourse; people may talk 
without acting and they may also explore or intervene in the world without discourse. 
                                               
 
18 „Codified‟ means that accounting could be cast into systematic forms that prescribe codes for practices. Like a 
recipe, rule, guideline, template, protocol or law, accounting techniques indicate to people how accounting 
practice should be done (Llewellyn & Milne, 2007). 
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Sometimes discourse and practice may not be aligned. On the other hand, Iedema (2007) 
claims that discourse and practice are „co-emergent‟, and new ways of talking and writing 
tend to follow new ways of acting. Also, Llewellyn and Milne (2007) remark that rather than 
being co-emergent, sometimes changes in discourse precede changes in practice and 
sometimes there is also a possibility that changes in practice precede discursive change. Our 
study examines the employee newsletters of a particular organisation over a period of five 
years (which is outlined in the next section on research methods) in order to understand how 
the organisation constructs its discourse on „workplace flexibility‟ and if it was used by 
management for emancipatory purposes or to influence employees with self-interested 
undertaking to achieve organisational objectives.  
4. Research Method 
This section has two purposes. First, it explores the two research methods – content analysis 
and discourse analysis and outlines the research design. Second, it provides a brief overview 
of the case study organisation, the rationale for selecting the organisation and information 
about the dataset used.  
4.1 Content analysis and discourse analysis 
The study used both quantitative content analysis and discourse analysis. Krippendorff (2004, 
p.21) defined content analysis as “a research technique for making replicable and valid 
inferences from data to their context”. Using content analysis in this case study enabled the 
researcher to include large amounts of textual information in the newsletters and 
systematically identify their properties. Large volumes of data could be sifted through with 
relative ease in a systematic manner (Guthrie et al, 2004). This technique was also useful for 
examining trends and patterns in the employee newsletters.  
Content analysis was based on examination of the data for recurrent instances of various 
workplace flexibility attributes that were then systematically identified across the dataset and 
grouped together by a coding system (Wilkinson, 2004). The coded data was quantified, 
which is an effective way of providing a summary or overview of the dataset as a whole. The 
results of content analysis are presented in the form of frequency counts. The unit of analysis 
for this study was number of sentences and was based on Milne and Adler (1999). This is 
used for coding and measurement of workplace flexibility, as sentences provide complete, 
meaningful and reliable data for further analysis. 
It is acknowledged that quantification is not a defining criterion for content analysis 
(Krippendorff, 2004). Using counts instead of listing quotes is for the convenience of 
systematically coding the text and for data processing. Hence, the content that is coded tends 
to be limited to the representational, referential, or propositional meaning of the unit and the 
categories are pre-determined and not guided by the discourse (Wood & Kroger, 2000). Also, 
it is a method that is consistent with mainstream theories such as legitimacy or stakeholder 
theory, however, content analysis does not adequately address the questions posed by critical 
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theorists. Therefore, discourse analysis of the text was also performed and the results are 
presented in the form of quotes to support the interpretations.  
Discourse analysis or reporting of qualitative data is also described as thematic analysis or 
sometimes as qualitative content analysis (Wilkinson, 2004). Analysis took the form of 
systematically grouping and summarising the descriptions under various categories, and 
providing a coherent organising framework that encapsulated and explained aspects of the 
social world that the newsletters portrayed (Holstein & Gubrium, 2004, p.156). The focus of 
analysis was on the discursive production of organisational contexts (e.g: Heracleous & 
Barrett, 2001; O'Connor, 2000). The analysis of discourse in the newsletters was performed 
with a view to understanding what management did with language. The aim was to 
understand if management used their discourses in the newsletters for management control 
purposes (i.e., to manage the employees and bring about organisational change by influencing 
employee attitudes and behaviour) or to use newsletters as „enabling accounting‟ that could 
act as a force for emancipatory social change through making things visible and 
comprehensible, by addressing the needs of repressed groups, and by helping engender 
dialogue and action. This analysis of the collection of employee newsletters shows the 
development of a discourse over a period of time.  
Similar to Spence (2007), this study also believes that passages can be understood with 
reference to the whole text, and vice versa. Therefore, small excerpts were seen to give an 
idea of the whole, and the researcher then switched between excerpts and the whole 
repeatedly, until an understanding was reached. The analysis was carried out with an idea 
borrowed from Levy and Egan (2003, p. 806) in which discursive frameworks actively 
constitute mutual interest. Initially each newsletter article was read and passages from the 
whole were then separated and fed into NVivo software for further analysis. Later these 
paragraphs were grouped together based on three different categories as explained later in 
this section. When necessary the whole article was again read together with the passages 
selected and the process continued until a final understanding was reached. Several NVivo 
functions, such as linking, shaping, and searching functions were used to access, manage, 
shape and analyse detailed textual data.  NVivo made the process visible, which affirmed the 
quality of the evidence (Crowley et al. 2002).  
Concerning the classification of „workplace flexibility‟, we relied on the Australian Agency 
for Equal Opportunity for Women (EOWA, 2001), which divided workplace flexible policies 
into two categories: flexible work arrangements; and flexible family and dependent care 
arrangements. Reilly (1998) divided workplace flexibility into numerical flexibility, 
functional flexibility, temporal flexibility, location flexibility and financial flexibility, all of 
which fall under flexible work arrangement as categorised by EOWA. Origo and Pagani 
(2008) classify „workplace flexibility‟ as quantitative and qualitative flexibility, which again 
ignores family care arrangements similar to Reilly‟s classification.  
While prior research suggests various classifications of „workplace flexibility‟, this study 
required a categorisation that included all forms of flexibility practices within the 
organisation, encompassing work, family and community volunteering arrangements. Also, 
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on scrutiny of the organisation‟s documents it was found that the organisation provided both 
flexible work-related options and flexible leave-related options. Therefore, in order to capture 
information on all forms of workplace flexibility practices offered by the organisation and for 
convenience of analysis, this study classified the workplace flexibility attributes into flexible 
working arrangements, flexible leave and dependent care arrangements, and other general 
flexible arrangements. The „other general flexible arrangements‟ category was included to 
capture those attributes that did not fit into the other two categories.  
The first category is „flexible working arrangements‟. The attributes that fall under this 
category are work-related: part-time work; job sharing; and telecommuting or working from 
home.  Flexible working arrangements vary across different countries and reflect the amount 
of control over working time that employer or employee enjoys in relation to when the work 
is done and the number of hours worked during a specific period. 
 The second category is „flexible leave and dependant care arrangements‟ and these 
arrangements involve special entitlements provided by employers to employees so that 
employees are able to take care of their family members when required. The attributes 
included under this category are: subsidised childcare; paid parental leave; carer‟s leave; 
special leave for employee development or competing in sports; breastfeeding in the 
workplace; and, use of sick leave for medical appointments.  
The third category is „other flexible arrangements‟, which includes all those flexible 
workplace attributes that are not included in the above two categories. This category includes: 
community volunteering and career break. Any other workplace flexibility attributes that did 
not fall into any of the above were classified as „other general‟.   
4.2 The case study organisation 
The financial institution, ABC Bank, is one of the largest banks in Australia with about 
25,000 full-time equivalent employees with branches spread across Australia, New Zealand 
and other parts of the world. The organisation has been voted several times internationally as 
number one for „work-life balance‟ in a work-life benchmarking study19. For several years 
this organisation has topped an Australian ranking as the most socially responsible company 
in Australia
20
. Also, the ABC Bank was included as one of five Australian companies in The 
                                               
 
19 The survey called as Annual Benchmarking Survey „Work/Life Initiatives – The Way Ahead‟ was conducted 
by „Managing Work Life Balance International‟ in which more than 280 Australian companies participate.  The 
current status of work/life balance initiatives in organisations is examined. The benchmarking scores were 
assigned to organisations on the basis of the options they offered and the availability of programs and strategies 
to all staff, as well as the level of implementation of initiatives. More information is available on 
http://www.worklifebalance.com.au/research.html. 
20 The ranking was given by „RepuTex‟ (a fully independent private company that is engaged in the provision of 
quality research and ratings services in the area of Corporate Social Responsibility) based on corporate 
governance, workplace practices, environmental impact and social impact.  
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Global 100 Most Sustainable Corporations in the World (2008). It was evaluated based on 
how effectively it manages environmental, social and governance risks and opportunities, 
relative to its industry peers. ABC Bank was also awarded the Employer of Choice for 
Women (EOWA, 2008). Therefore, this institution was chosen for the current study, since it 
was an Australian company that encourages workplace flexibility and has received 
international and national awards for its activities in this area.  
The dataset is comprised of internal employee newsletters produced by ABC Bank over a 
five-year period (2003 to 2007). Employee newsletters were chosen for the study because 
they are internal communications that form a part of an organisation‟s strategic 
communication function. However, prior research has paid scant attention to internal 
communications (Welch & Jackson, 2007). While the employee newsletters represent a 
formal mode of communication from management to employees, they also give informal 
information on workplace flexibility matters. Any new policy or changes in policy were 
officially announced on the intranet and individual letters were sent to all employees. 
However, the official letters and the institution‟s policy documents were not available for the 
purpose of this study and do not form a part of the empirics. The newsletters were available 
to all employees both as hard copy and soft copy available on the intranet.  
The financial institution has adopted three different forms of discourse in its newsletters to 
convey the intended message. First, news from management is provided in the form of „news 
reports‟ to instruct, educate, explain, advise and notify employees of various workplace 
flexibility policies. Second, the newsletters publish the feedback received from employees for 
questions from management on various workplace flexibility policies in a news section called 
„dialogue‟. A third form of discourse adopted by the organisation is employee „self-accounts‟. 
Here the newsletters use the „accounts‟ (in the form of narratives) given by the employees 
themselves to promote different workplace flexible options. Employees‟ narratives provide 
information on the benefits obtained from the various flexible options and the ways that they 
could use these options for the benefit of the organisation.   
The content of the employee newsletters could be attributed to the editors and writers, but the 
top management of the organisation had ownership of the newsletters and final veto over 
communication to employees and thus had ultimate control over the content published 
(Lightbody, 2008).  It could be contended that the employee newsletters were used as a 
communication device for senior management to account for various issues related to the 
workplace, and informally advertise or broadcast information and issues to employees. 
Overall, the employee newsletters consisted of various types of information, including: the 
bank‟s products, community activities, changes in leadership, employee matters, and internal 
affairs of the bank. The newsletters illustrated how the management communicated with the 
employees, expected feedback from employees on various issues including workplace 
flexibility and encouraged employees to improve their performance.  Thus the discourse in 
the newsletters was used either for management control purposes (of improving performance) 
or for emancipatory purposes (by making things visible and comprehensible, addressing the 
needs of employees and helping engender dialogue and action toward change) or both. Thus 
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it was expected that scrutiny of the newsletters could provide information on the internal 
HCAR pattern of ABC Bank, specifically to its employees and, in particular, a focus on 
workplace flexibility policies. 
The organisation issued fortnightly newsletters in the first two years of the study and monthly 
newsletters in the remaining years of the study period, thus 88 newsletters were analysed. The 
various benefits provided by the organisation to their employees in relation to „workplace 
flexibility‟ were categorised into thirteen attributes (see Table 1). These attributes were found 
in the organisation‟s internal documents that specified the policies of the organisation and in 
the employee newsletters. It should be noted that at present there are no identified 
international or national standards or guidelines for „workplace flexibility‟ accounting and 
reporting. Hence, for the purpose of analysis, this study used only those attributes that were 
available for, and used by, employees in the chosen organisation.  
5. Findings and Analysis 
This section provides and discusses the results of the content analysis and discourse analysis. 
First, it provides a quantitative analysis of frequency of „workplace flexibility‟ by sentences 
and as a percentage. Second, discourse analysis is used to understand the aspects of the 
narrative disclosure in relation to how (management) used the discourses. 
5.1 Overview of disclosure 
A summary of the overall sentence count for the period of the study for each of the attributes 
of the three workplace flexibility categories is highlighted in Table 1. The study found that 
the most disclosed flexibility category is „community volunteering‟, accounting for an 
average of 77.6% of total disclosures. The second most frequently disclosed attribute was 
„special leave for employee development or competing in sports‟. The least disclosed 
attributes were „career break or time out‟ (0%) and use of sick leave for medical 
appointments (0%).  
[Take in table 1 about here] 
Before focusing on the discourses within each of the categories of workplace flexibility 
reporting, the reasons for publishing the newsletters will be discussed to provide a picture of 
management‟s intention. The newsletters were available to all employees of the organisations 
and the management‟s apparent intention was to use the newsletters as a device to 
communicate information to employees that they (management) thought was important. The 
200
th
 edition of the newsletter explained the reason for publishing the newsletters. 
Management‟s discourse appeared to suggest that the newsletters were intended to inform 
employees about what was happening in the bank.  
There spread out in a tabloid-sized, newspaper format, were the stories that mattered 
the most to employees. There were reports on community involvement, products, careers 
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and employee achievement …the aim was the same – to keep everyone informed. And 
we got the story out to all employees across the bank, no matter where they sat in the 
organisation… The newsletter is here to bring the story to you so that you know what‟s 
happening, when it‟s happening and what we’re all here to achieve together. (ABC 
newsletter, Feb 2005. emphasis added) 
 
It seemed that the organisational actors (management) used the discourses in the newsletters 
to bring intended outcomes among employees. The discourse seems to be material because it 
shaped employees‟ actions, in that it constructed the image of the organisation as being open 
and wanting to convey all information to employees. This was also noticed in the discourse 
on workplace flexibility.  
Another edition of the newsletter suggested that the organisation considered employees to be 
central to it and that the organisation places importance in taking care of its employees and 
supporting them. The discourse at the surface is emancipatory – trying to address the needs of 
employees, but deep down the discourse seem to be an attempt, firstly, to project the 
organisation as a sustainable organisation, and secondly, to use workplace flexibility as a 
strategy to attract and retain employees:  
 People at the heart of everything we do at ABC Bank:  Also part of building a 
sustainable bank is taking care of employees. Supporting employees by providing 
flexible working options are part of the bank‟s strategy to attract and retain the best 
talent. (ABC newsletter, Feb 2003. emphasis added). 
 
This is further reiterated by the following quote from an article by the CEO in another issue: 
David (CEO) says “ABC‟s people are an invaluable resource that can‟t be taken for 
granted. The tight labour market conditions mean the bank is in a war for talent. To 
retain and attract the best talent, the bank offers a range of benefits and support to 
those who work for it.”… “These are not just pleasant sentiments” David says “our 
employees are crucial to building the long time sustainable share holder value of the 
company and delivering on our core business”. (ABC newsletter, March 2007) 
 
Management uses the discourse in the newsletters to shape its own version of organisational 
reality (i.e., that the organisation values its employees mainly for producing its economic 
returns and that the employee cannot be taken for granted). Each employee is a resource that 
should be kept happy and satisfied in order to build shareholder value. Thus the message 
conveyed to employees is that flexibility is provided to them in order to benefit the 
organisation; flexible options should not be detrimental to organisational progress.    
Over the period of the study, the newsletters used employee self-accounts, where employees 
provide commentaries of their experience. Some examples of self-accounts published are 
provided below: 
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I study, as well as having a family and the job. The only way to balance my day is to 
plan it very well.  It's all about time management.  I have a set routine of getting up in 
the morning and knowing what I have got to do.  I just keep following that path.  Of 
course, you get the odd bump but you have got to quickly find a solution, use a bit of 
bending and stretching together on course. (ABC newsletter, June 2004, emphasis 
added) 
 
To balance work and life responsibilities, you have to learn to take time out for 
yourself.  I play competitive sports, two nights a week, which helps me to unwind and 
relax.  Another golden rule is NEVER take your problems home.  They'll still be there in 
the morning. (ABC newsletter, June 2006, emphasis added) 
 
While the organisation uses self-accounts to give instances of how employees could manage 
their time, these discourses discreetly focus attention on performance. The organisation used 
self-accounts to shape and influence the everyday attitude of the employees. A quote below 
describes how the newsletters use discourse to show how people can work long hours and 
still find time for other things:   
Maintaining a healthy work and home life balance helps Malcolm cope with the day-to-
day pressures of being a business financial planner. "I never take work home, and don't 
work on weekends," Malcolm says.  "While there were 12 to 13 hours a day I also make 
sure I'd take regular breaks away". (ABC newsletter, Nov-Dec 2003, emphasis added) 
 
To sum up, the newsletters provided information on „workplace flexibility‟ to construct the 
employees‟ purpose at work. Flexible workplace options were provided as a strategy to 
attract and retain employees and to keep the existing employees happy in order to produce 
economic returns. The discourses in the newsletters highlights that employees are responsible 
for managing their work life by themselves.    
5.2 Flexible working arrangements 
This section provides quotes from discourses on „flexible working arrangements‟ found in the 
newsletters and shows how these discourses were used for management control purposes by 
influencing the attitudes and behaviour of employees. The three attributes discussed in the 
following sub-sections are: part-time work, job sharing and working from home.  
Though the discourses on part-time working arrangements outwardly seem to address the 
needs of employees, the concealed purpose of the discourse revolved around management‟s 
agenda – focus on performance by directing employees‟ attention towards the organisation‟s 
performance. A message from the head of diversity affirms this point: 
We have a good suite of flexible working practices, which is reflected in the huge 
number of part-time staff with the bank. Many of these policies benefit the whole ABC 
workplace, while also making it as easy as possible for people to return from parental 
leave. It‟s all about creating a positive working environment, with a focus on delivery 
rather than just making sure people are in their desks. (ABC newsletter, Jan-Feb 2003, 
emphasis added) 
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While the newsletters proclaimed that the organisation was keen on providing a flexible 
workplace, the thrust of the discourse was on the organisation‟s strategy to attract and retain 
employees. Thus the newsletters build on and maintain their initial ideas that organisational 
reality is all about economic performance: 
For ABC, flexibility is all about keeping skilled employees, while allowing them to 
contribute to their communities and meet the outside-of-work demands placed on their 
time and energy. Flexibility at work is also a significant attraction for new employees, 
enabling ABC to hire the skills needed to be competitive.(ABC newsletter, Sept-Oct, 
2004) 
 
The organisation has part-time arrangements in place, but the discourse in the newsletters 
suggested that employees need to manage their own work-life balance. Self-accounts of 
employees were used in the newsletters to emphasize this point.  
I work seven-day fortnight, and this part-time arrangement enables me to take care of 
things outside work, such as family matters.  When I need to move plans around, work is 
pretty pliable.  That's very handy.  I've worked at the bank for 10 years and have always 
been part-time.  This arrangement makes me feel positive about my career. (ABC 
newsletter, June 2006) 
 
I have started working part-time. My husband works at the call-centre across the road, 
and as he finishes earlier, he collects our daughter from after school and prepares 
dinner. On the days I don‟t work, I pick her up and collect her from school. As a family 
we are all more settled and relaxed. (ABC newsletter, Jan-Feb 2003) 
 
Also, an analysis of employee self-accounts brought out another important point. If an 
employee required part-time work, s/he must have the support of the immediate manager and 
co-workers. While the discourse attempted to demonstrate the availability of flexible work 
options, they also made the point that the manager is the final authority to make the decision. 
The following extracts illustrate this point: 
 
I would have had to take time off to look after my children during the last school 
holidays. Without any hesitation, my manager helped me work-out a roster that fit 
perfectly, this has confirmed my belief that ABC cares for its employees. (ABC 
newsletter, July 2004) 
 
Throughout my entire journey at ABC all my managers have been nothing but a tower 
of support, strength and understanding, enabling me to work and pursue my water polo 
dreams. (ABC newsletter, Sept-Oct 2006) 
 
I‟m working and studying. Fortunately, I have great support from my manager and co-
workers.(ABC newsletter, Feb-March 2005) 
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In relation to job sharing, an expectation of high individual performance was built into the 
story: 
Attracting and retaining talented employees is important at ABC. Providing a range of 
diverse working options to match employees‟ needs is helping the bank to continue to be 
an employer of choice. (ABC newsletter, Apr- May 2007) 
 
According to the head of diversity: 
Job sharing is key to our retention strategy. There‟s also research to show job share 
arrangements can even outperform full-time arrangements. People leaders who use this 
option have the ability to get two minds for the price of one and great workflow 
management. (ABC newsletter, Apr-May 2007)     
 
It was also made clear through employee self-accounts that working from home must be 
accompanied by achievement of a performance target: 
Previously I was spending up to two hours each day travelling into work, which meant I 
had to get my daughter Sara, to childcare and was often too tired to spend time with her 
at home. These days, I have time to walk Sara to childcare in the morning, I can keep up 
on top of things and I’m able to start (work) half an hour earlier than before. (ABC 
newsletter, Aug 2007, emphasis added) 
 
Catheryn, Resource Manager, Enterprise Services has found a solution that enables her 
to fulfil her home and work responsibilities while still having time left-over. “My family 
is happy and I can prioritise my life to make sure I have time to also contribute to the 
community” Catheryn says. “I could leave the office at 2 PM today to pick up my kids 
from school and manage the school chocolate drive and I can log off from home at 
8PM tonight because I am giving my kids a cuddle good night”. (ABC newsletter, Sept-
Oct 2005, emphasis added) 
 
These employee self-accounts highlight two important elements. First, the employees seem to 
be willing to work after-hours in order to have so called „flexibility‟ at work. Second, in spite 
of working for long hours they believe that they are able to balance work and life and show 
their loyalty to the organisation for having allowed them to use the flexible option. The 
newsletters make use of self-accounts to indicate that there is an expectation or trade off in 
return for flexibility. 
To sum up, the discourses in the newsletter highlighted how flexible working arrangements 
enabled employees to achieve greater efficiency and spend more time on the job, despite 
taking up flexible opportunities. Furthermore, the policies are aligned with the organisation‟s 
business activities and seem to be underpinned by commercial concerns. The discourses are 
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produced in a manner which suggests their underlying intention is to shape employees‟ 
behaviour. They suggest that for employees to make use of the work related flexible 
arrangements, they must synthesise their interest with the fundamental aims of the business. 
Though the newsletters provided information on flexible work policies, the discourses were 
framed in such a way as to emphasise that with the take-up of flexible work practices, comes 
expectation of high performance and loyalty to the bank:  
We know employees value flexibility and those who take advantage of our flexible 
working arrangements have higher levels of engagement and are more likely to be 
committed to a career with us. (ABC newsletter, Dec 2005) 
 
5.3 Flexible leave and dependant care arrangements 
This sub-section examines the discourses on flexible leave and dependant care arrangements. 
The attributes discussed include subsidised childcare, paid parental leave, carer‟s leave, 
special leave for employee development or competing in sports, and breastfeeding in the 
workplace. One of the attributes, namely „use of sick leave for medical appointments‟ is not 
discussed, since the newsletters did not provide any information.  
The discourse on flexible leave and dependant care arrangements was emancipatory, making 
information visible and comprehensible and was used to inform employees about the leave 
options available and ways in which the employee can utilise this option:  
Carer‟s leave enables staff to use their sick leave entitlements to care for or support a 
family member of their household who is ill, injured or recovering from surgery…where 
possible staff members should give prior notice of their intended absence. (ABC 
newsletter, Jan 2007) 
 
Sometimes the newsletters used employee self-accounts to portray the leave options with a 
positive note, apparently with the intention of exemplifying how employees that use these 
options are loyal to, and appreciative of, the organisation: 
Parental leave has been the perfect solution to spending quality life with my daughter. It 
is something that has changed me as a person…it‟s great to work for a company that 
has this facility. (ABC newsletter, Nov-Dec 2004) 
 
I think, the flexible work policies are extremely useful.  I have had an experience where 
my mother was terminally ill, and I was constantly at the intensive care unit to be with 
her.  I'll never forget, my area manager told me “you don't have to worry about work at 
all.  You just come back when you're ready”.  I was so relieved to hear those words, 
because I could devote all of my time to my mother without having to think about work. 
(ABC newsletter, Sept 2006) 
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The employee newsletters were sometimes emancipatory in their attemptp to engender 
dialogue and action towards change by getting feedback from employees and later using the 
feedback to indicate how the organisation has brought in changes based on employee 
feedback. Discourse such as that below suggests that the organisation seems to listen to 
employees‟ problems and requests: 
…proposals include changes to the Long Service Leave, changes to the cash out of 
Annual Leave proposal that provides for the cash out of multiple blocks of leave. These 
changes originated from employees ideas. (ABC newsletter, March 2007) 
 
ABC will be continuing to extend childcare services to areas where employees want it 
most… These were all locations identified by our employees as having a high demand 
for childcare. (ABC newsletter, March 2007). 
 
The newsletters also encourage employees to participate in sports and physical activities. 
However, such encouragement could be interpreted as underpinned by self-interest, in which 
the bank seems to intend to promote its brand. These discourses suggest to employees that 
they can use flexible leave and sporting options „outside of work‟ and such activities should 
not disturb their existing work schedules:  
It was great to come third. I‟ve played for ABC on many occasions and I‟m extremely 
proud to represent an organisation that I see as employee-minded and that provides 
opportunities such as this. (ABC newsletter, Sept-Oct 2003). 
 
I find participating in any sporting activity is great release after a long day at work.  It 
also keeps me fit and healthier. (ABC newsletter, April 2006 emphasis added) 
 
The subtext is that management expect „something in return‟ as the leave options could be 
construed as a „favour‟ provided to employees:  
 If I give employees time to attend a sports day or a special assembly for their children, 
they‟re then happy to return the favour. (ABC newsletter, June-July 2005, emphasis 
added) 
 
Candidates regularly tell us they are attracted by our flexible use of sick leave, our 12 
weeks paid parental leave available after only six months employment. Our 
breastfeeding policy also encourages women to return to work by giving them access to 
appropriate facilities and time out. (ABC newsletters, March 2003, emphasis added) 
 
Discourses such as these are used as management control devices that tend to shape the 
attitude of the employees and their ideas are reflected in self-accounts. The newsletters use 
employee self-accounts to project flexible work practices as a favour provided by the 
organisation that has to be returned. For instance, in the „dialogue‟ section of the newsletter 
employees had replied to the question „how do you manage your work-life balance?‟ and the 
following is a comment from one employee: 
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Enjoy work when you are at work. Always explore new ways to make it interesting and 
improve the current processes…. Enjoy travel and doing sports on weekends. Be 
cheerful all the time at work and in your personal life. (ABC newsletter, Oct-Nov 2005, 
emphasis added) 
 
Another employee‟s comments were used to show how activities outside work can help 
employees in improving their efficiency in performance:  
I joined private health insurance that gives me a discount on Yoga classes. Doing yoga 
allows me to concentrate on meditation and is also a great workout. After class, I come 
to work feeling refreshed and ready to tackle anything. (ABC newsletter, Oct-Nov, 
2005, emphasis added) 
 
To sum up, the discourse on flexible leave options was superficially emancipatory, providing 
information that suggested employees benefit from leave facilities, but the underlying idea of 
the discourse seems to be for management purposes, proposing loyalty and efficient 
performance in exchange for the leave options provided to employees. The discourse also 
encouraged employees to take up sporting activities to enable them to perform better at work. 
Similar to flexible work arrangements, here again the organisation‟s apparent intention 
appears to be to attract skilled employees, retain them and increase their performance. Also, 
the management used discourse to change employees‟ attitude towards using flexible leave 
options. 
5.4 Other general arrangements 
With regard to the last category „other general flexible arrangements‟, the newsletters 
concentrated on „community volunteering‟. Each newsletter had at least five articles on 
community volunteering. In one of the newsletters in the year 2003, the CEO of the 
organisation claimed that volunteering is the „tradition‟ and „identity‟ of the organisation and 
therefore is given high importance: 
For more than 150 years, ABC has joined the identity as a positive force in Australian 
society…Community involvement and volunteering remains a very important way we 
contribute to the society and are an important part of ABC‟s tradition... and go some 
way to reclaim our identity as a force for good in Australian society. (ABC newsletter, 
April 2003, emphasis added) 
 
While certain discourses in the newsletters indicate that the organisation expects the 
employee to manage his/her own flexible leave and work options, it actively encourages 
employees to participate in community activities. The discourse indicates that community 
volunteering could be used as a vehicle to „build relationship with customers‟, „lift bank‟s 
profile‟ and „enable support from the community‟:   
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To ACHIEVE our mission to become No.1 financial organisation by September 2005, 
we need to build a deeper, stronger, more trusting relationship with our customers. 
One of the ways to gain that trust is through volunteer work. Through our community 
work we can really show our existing and potential customers that we are good 
corporate citizens. (ABC newsletter, Jan-Feb 2003, emphasis added) 
 
It (community volunteering) demonstrates that staff are proud of ABC‟s commitment to 
the community and the support and encouragement the bank offers to local community 
group. This active involvement has helped build a positive reputation with the team‟s 
effort recognised in local media…. which is lifting the bank’s profile. (ABC newsletter, 
Oct 2005, emphasis added) 
 
On a personal level, it‟s the satisfaction and reward of knowing you‟re contributing to a 
worthy cause. On a business level, you‟re putting yourself and the bank out there and 
showing the community your support, which in the country town is everything. Ask your 
local business-owner and they will say if you’re seen to support your community, the 
community will support you.(ABC newsletter, Jan 2007, emphasis added) 
 
The newsletters suggest that volunteering helps to make a person feel good and invited 
employees to participate in community volunteering, but the organisation‟s possible agenda 
was to advertise its brand name:   
You make a difference in your experience at ABC. You feel good contributing and great 
you‟re making people happy. The public like to find out why ABC employees are in 
plain clothes collecting money and when they hear your collections get doubled by 
Matching Gifts you feel their amazement and your own sense of pride. It‟s not until you 
look, that you realise just how much ABC does for the community. (ABC newsletter, 
Nov-Dec, 2003) 
 
The newsletters used employee self-accounts to promote community volunteering but the 
underlying motive behind these discourses is to suggest that it encourages people to remain in 
the bank:  
ABC‟s commitment to local community volunteer programs together with extensive 
banking is what initially attracted me to become an employee at ABC. The bank‟s Better 
Life and Work referral program along with fair, flexible hours of work and 
encouragement to achieve make great incentives to remain an employee at the bank. 
(ABC newsletter, Oct 2007) 
 
The organisation allowed employees to take only one day of leave in a year to engage in 
community activities and this was heavily advertised in the newsletters. However, if an 
employee was interested in being involved in community activities beyond the leave granted 
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by the organisation, then they could do so by using other flexible work options. The 
newsletters indicated that any other volunteering work could be done at work without 
hindering regular work or at weekends:  
Every team member is entitled to one day of leave for community volunteering each 
year, and flexible working arrangements are available to make further involvement 
possible. (ABC newsletter, June-July, 2005) 
 
While the discourse on community volunteering depicted management intentions, it was 
concealed by emancipatory claims that volunteering addressed the work-life balance needs of 
employees. Also, it appeared that management‟s intention may be to capitalise on the efforts 
of the employees by encouraging the employees to use the organisation‟s name when 
volunteering:  
“In the six months that Joondalup has been operational 62 percent of staff has used 
their community volunteering day” Angela said. “It demonstrates that staff are proud of 
ABC‟s commitment to the community and encouragement that the bank offers the local 
community groups. This active involvement has helped build a positive reputation with 
the team‟s effort recognised in local media”. (ABC newsletter, Oct-Nov, 2003). 
 
Thus, though the discourse in the newsletters appears to motivate employees to engage in 
volunteering work because this provides them with a positive experience, the subtext 
suggests that the organisation‟s motive is promotion of the organisation‟s brand name as a 
bank that cares for the community. The newsletters used employee self-accounts to suggest 
that volunteering could also be done outside work hours and that such activities provide 
promotional opportunities for the organisation:   
Complimenting my work during the day with community work after hours helps me 
achieve balance in my life. I gain a lot personally starting with the warm feeling you get 
inside when you help people. (ABC newsletter, Aug, 2005, emphasis added) 
 
While Zisis and Dione devote their own time to working on the program they haven‟t 
looked back. Dione said the show is important to her because it gets people interested in 
their financial affairs. “Our listeners appreciate that ABC is providing such a service to 
the community,” Dione said.  “It gives me great exposure in the Greek community, 
which will provide me the ability to generate future business. Aside from this, it is also 
great fun”. (ABC newsletter, Sept-Oct, 2005, emphasis added) 
 
Overall, the newsletters provided a significant amount of discourse on community 
volunteering (see Table 1 above). The discourse on community involvement as a „workplace 
flexibility option‟ merits further scrutiny. The organisation provides one day leave per 
employee in a year for community volunteering, but reports at length about the satisfaction 
for employees in being involved in such activities. Furthermore, the discourse in the 
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newsletters seems to encourage employees to either use their weekends or make use of 
flexible work options to undertake community volunteering. In their community volunteering 
activities the employees are encouraged to use the organisation‟s logo, so as to project the 
organisation as a „responsible‟ citizen. Encouraging employees to use weekends or flexible 
work options for community volunteering that has benefits for the organisation is projected in 
the newsletters as an effective way of achieving work-lilfe balance. Thus while the discourse 
on community volunteering in the newsletters portrayed emancipatory propositions of 
addressing the needs of employees, the underlying concept suggested benefits for 
management, such as improving brand image, generating more business, attracting and 
retaining employees and building a positive reputation. 
6. Discussion and conclusion 
The specific empirical evidence reported here is a non-codified form of social accounting for 
HC. The content and discourse analysis highlights a number of important themes. One of 
them is the concentration on community volunteering (78%) and special leave (9%), leaving 
an absence in the organisation‟s communication as to the other attributes that make up 
workplace flexibility, as highlighted in Table 1. Gray (2002, p.692) argues that social 
accounting should be seen as the universe of all possible accountings.  
A body of work in critical accounting has explored the possibilities of using accounting, 
especially social accounting for emancipatory purposes (Broadbent et al., 1997; Sonja. 
Gallhofer & Haslam, 2003; Roslender & Dillard, 2003) in a way that these accounts might 
provide new insights into organisations‟ social and environmental actions. Gallhofer and 
Haslam (2003, p. x) highlight the need to move towards „enabling‟ and „emancipatory‟ 
potentialities of accounting in order to service the society.  Nevertheless, accounting‟s 
potential could be suppressed by those who are responsible for providing accounts, and there 
may be contradictions between what they choose to report, the (discourse) language they 
choose to report and what they omit or suppress. Our analysis indicates that many aspects of 
„workplace flexibility‟ were not discussed or reported in the employee newsletters. The main 
themes were about organisational performance, sustaining shareholder value and building 
brand awareness in the community, not a reflection or codified practice of how employees 
can benefit from workplace flexibility.  
Dey et al, (2008, p. 2) argued that the authors promoting critical social accounts share a 
number of important characteristics, in that they systematically create alternative 
representations, new visibilities and knowledge of existing situations in order to problematise 
and act as a catalyst for change and intervention. The focus of many of the studies has been 
on external reporting and „macro‟ applications of social accounting (Collison et al., 2010), 
however our study examined at the „micro‟ level the discourse around „workplace flexibility‟ 
and the use of employee newsletters in an organisation that was respected worldwide for 
providing „work-lilfe balance‟ to its employees.  
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The concept of social accounting for employees, especially „workplace flexibility‟ accounting 
and reporting, is relatively new and has had scant attention from the accounting profession 
and accounting academics. This study analysed the discourse used in employee newsletters to 
understand the internal reporting pattern of workplace flexibility in a large financial 
institution. The dataset was comprised of internal employee newsletters over a period of five 
years (2003-2007), totalling 88 newsletters. It was found that though at the outset, there was 
an emancipatory claim, the employee newsletters were used for management control 
purposes of influencing the attitude and behaviour of its employees, and in part this was 
brought about by an accounting for „workplace flexibility‟ through different discourse 
including employee self-accounts. 
The flexible workplace options that were available in the organisation were divided into three 
broad categories: flexible working arrangements; flexible leave and dependant care 
arrangements; and other flexible arrangements. In relation to these categories, underlying the 
discourses in the newsletters, which promoted the opportunities for employees, was a subtext 
apparently emphasising the importance of the fundamental aim of the business – increasing 
shareholder value. The newsletters stressed performance and that flexible options should be 
synthesised with business interest.  The onus of managing work-life balance was on 
employees. 
With regard to self-accounts, though they were intended for emancipatory purposes (i.e., for 
making things visible and comprehensible) and to address the needs of employees, the self-
accounts were predominantly used to manage and influence the attitudes of the employees 
towards better organisational performance because of management intervention. For instance, 
employees who used flexible leave options appeared to feel that they were obliged to show 
their gratitude at work. While self-accounts are narrated accounts of employees giving their 
own lived experiences, it should be noted that the published self-accounts are selected by 
management and therefore have management intention. Employee self-accounts could be 
used with emancipatory intent if employees had the freedom to narrate their own stories 
without the influence of accounting practitioners or management functionaries (Roslender, 
forthcoming). However, if employees‟ self-accounts are interpreted by management then 
there is a possibility that the emancipatory intent could be overshadowed by management 
concerns.    
The idea that the organisation provides „workplace flexibility‟ for the sake of employees now 
stands questionable. The discourse found in the newsletters suggest that flexible work options 
instead appear to be aimed at garnering employee loyalty, with subsequent employer benefits 
of improved organisational performance and increased benefit to shareholders. The 
organisation uses the discourse on workplace flexibility to blur the boundaries of work-life 
and persuade the employees to work harder and longer to continuously increase productivity 
and bring higher shareholder returns. In this manner the organisation, via the employee 
newsletter, camouflages its own financial sustainability as workplace flexibility. 
The main contributions that this paper makes to the extant literature are as follows. First, this 
paper has attempted to examine the reporting of „workplace flexibility‟, thereby expanding 
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the focus of HCAR as „enabling accounting‟. Second, this study empirically examines the use 
of employee self-accounts as a form of reporting. The study finds that employee self-accounts 
may be effective in influencing employee attitude and behaviour, but if the publication of 
self-accounts is at the discretion of management, these self-accounts may be biased towards 
organisational interests, principally shareholder value. Third, this study finds that non-
codified accounting discourse such as „workplace flexibility‟ reporting could be desirable by 
managers for management purposes since it would allow the management (discourse 
producers) to have more flexibility in shaping its actions and ensure that employees 
(discourse consumers) act in accordance with the practices prescribed. It was found that 
different types of non-codified discourse, such as self-accounts, news articles from the 
management, and the like, were used to attempt to persuade and mobilise employees to act 
according to the expectations of the management.    
Our study is a nascent attempt to examine „workplace flexibility‟ reporting in internal 
newsletters and the results of this study should be interpreted after acknowledging the 
following limitations. First, this is a case study of one organisation and the results cannot be 
generalised to other organisations. Further research could be extended to various 
organisations to understand different reporting patterns. Second, the analysis was restricted to 
the discourse provided in employee newsletters. It is acknowledged that this analysis might 
not give a complete picture of the use of alternative organisational discourse to influence 
employee attitudes and behaviour. Also, we did not address who produced the text? Who read 
them? How are they circulated? These questions are for a further research project. Further 
study could be conducted using semi-structured interviews and field research to improve on 
the findings of this study. The use of „self-accounts‟ has caught the attention of social 
accountants, particularly in the area of HCAR. Further empirical studies could be conducted 
to examine if self-accounts could be used in areas such as employee well-being, where 
quantitative financial numbers could not be used.            
245 
 
 
Table 1. Overall sentence count for each attribute of workplace flexibility category 
 
 
Flexible Working arrangements Sentences Percentage
Part-time working 4 0.12%
Job Sharing 88 2.54%
Telecommuting, teleworking or working from home 44 1.27%
Flexible leave & dependant care arrangements
Subsidised childcare 83 2.40%
Paid parental leave 51 1.47%
Use of sick leave for medical appointments 0 0%
Carer’s leave 76 2.19%
Special leave for employee development or competing in sports 308 8.89%
Breastfeeding in the workplace 16 0.46%
Other flexible arrangements
General other 84 2.42%
Career break or time out 0 0%
Community volunteering 2,689 77.60%
Time away day 22 0.63%
Grand Total 3,465 100.00%
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